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ABSTRACT
This study examines the nature and relationship between psychological climate, 
psychological empowerment and empowered behaviour in a hotel setting. It collects data 
on employees perceptions o f  these constructs in a luxury hotel group located in the UK 
Psychological climate is measured with a questionnaire which was criterion driven 
(Schnieder and Salvaggio 2002) and evolved from a number o f  previous scales that 
captured different dimensions o f  the construct. The study focuses on psychological 
empowerment as a tool to manage the quality o f  service delivery and psychological state 
o f  the empowered individual. It uses Spreitzer’ s (1995) conceptualisation o f  the 
psychological empowerment construct rather than Menon’s (2001) conceptualisation. 
Empowered behaviour is conceptualised as a one-dimensional construct and is measured 
with a questionnaire developed from the literature.
The data revealed that the employees were relatively well educated, worked fulltime and 
there was a relatively low labour turn over.
A series o f  Exploratory and Confirmatory Factor Analyses revealed that the 
psychological climate comprised four dimensions (customer orientation, managerial 
support, information and communication and internal service). These were identified to 
enhance employees feelings o f  psychological empowerment (meaning, competence and 
influence), and subsequently employees perception o f  their ability to deliver empowered 
service to their customers.
The data also indicated that psychological empowerment was conceptualised as having 
three dimensions (Dimitriades 2005; Hancer and George 2003; Fulford and Enz 1995), 
rather than the original four dimensions (Spreitzer 1995b). It also indicated instances o f  
perceptual differences in the perceptions o f  the three constructs and their dimensions. 
Implications o f  the study for theory, management and future research were advanced.
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CHAPTER ONE: INTRODUCTION
1.0: INTRODUCTION
With growing global competition in the hospitality industry, businesses are increasingly 
aware that their competitive advantage lies in customers’ perception o f  service quality, 
which in turn is determined by the quality o f  their employees (Schneider and Salvaggio 
2002; Schneider, et al. 1998).
The characteristics o f  services, such as physical intangibility, simultaneity (in 
production/consumption and the joint effort o f  the employee and customer in the delivery 
o f  the service) leading to heterogeneity in service encounter dynamics makes the 
provision o f  services more challenging than other products (Gronroos 1998). The 
heterogeneity comes from three possible sources; the service provider, the customer and 
the surroundings. This makes quality control difficult and has wide-ranging implications 
for the operational side o f  the service delivery system (Desmet et al. 2003). Each service 
encounter is a potentially unique exchange between the service provider/agents and the 
customer, yet all are striving to meet /surpass certain minimum quality standards.
The intangible element o f  the service encounter requires some form o f employee 
participation even in a highly standardised Tayloristic situation (Lashley 1999). With the 
involvement o f  employees, the issue o f  variability in quality o f  service delivery can 
potentially increase. As service providers human and not machines, they can not 
consistently repeat the same operation without error (Desmet et al. 2003) or fluctuations 
in the level o f  service. In addition, the other components o f  the service encounter mix (the 
customer tastes/wants and the environment) can change with each encounter, further 
complicating what could be an otherwise simple and standard transaction.
The challenge for management then becomes how to ensure that staff deliver quality 
service and do so consistently. Situations can arise where management exhort employees 
to become more service-oriented while at the same time supporting a service system 
design that works against service (Lewis and Entwistle 1990). According to Gummesson 
(1995) service design, unlike goods design, must empower employees to use their best 
judgment during the service encounter, with input from customers, which may be 
different for each customer and as such introduces some amount o f  uncertainty.
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It has been argued that the key to effective and reliable quality service delivery lies in the 
ability o f  service contact staff to respond to individual consumer requests within specified 
limits without having to always fall 011 senior/management staff to seek authority. This 
variability in customer input into the service delivery effort, coupled with the possibility 
o f  service failures, makes empowerment o f  service employees attractive to services. 
Service providers are challenged with heterogeneous customer wants and therefore 
adapting the service delivery system to respond to these changes would seem logical. As 
Ghillyer and Lockwood (1995) note, industrialised service systems with an emphasis on 
detailed operations manuals and precise scripts for customer scenarios can and do fail. It 
is only by creating an environment in which employees feel empowered that an 
organisation can claim to be committed to service quality. Empowerment enables service 
providers to respond to variations in customer demand and environmental cues, speedily 
resolve service failures and empathise with customers so that negative customer reactions 
can be reduced or completely eliminated. Empowered staff should therefore be able to 
prevent and minimize the occurrence o f  service failures, or failing that, quickly and 
satisfactorily resolve problems without always having to call on their superiors/managers. 
Lahsley (1999) suggests that empowerment leads to lower labour turnover, higher staff 
morale, staff taking responsibility for their actions, improved performance, skills and 
talent leading to more satisfied customers and greater profits. Bitner et al. (1994) suggest 
that frontline personnel are a critical source o f  information about customers that can be 
used in two ways; firstly, such information may be used by the employees themselves to 
facilitate their interactions with customers, and secondly by the organisation for decision 
making. For employees to be able to glean and use such information there must be a 
process to prepare them psychologically and an environment to engender support for their 
actions.
Psychological empowerment, according to Robbins et al. (2004), is a reflection o f  the 
ongoing ebb and flow o f people’s perceptions and attitudes about their work environment 
in relation to themselves and they posit that employees attitudes and perceptions o f  the 
work environment are a necessary intervening variable in any model o f  the empowerment 
process.
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Conger and Kanungo (1988) posit that even though empowerment has been used to 
explain organisational effectiveness and by social scientists to deal with powerlessness o f 
minority groups, the contexts most appropriate for empowerment and the actual 
management practices that foster empowerment are poorly understood and catalogued. A 
better understanding o f  the relationship between these organisational factors and 
employees’ experience o f  empowerment would help organisations better manage their 
support for an empowering workplace (Siegall and Gardner 2000). It has also been 
suggested that the environment within which the customer service employee works, 
influences the state o f  internal intrinsic motivation (Hemingway and Smith 1999; 
Robbins et al. 2002; Spreitzer 1996).
Koberg et al. (1999) identify two core antecedents to employee empowerment. These are 
personal factors and environmental/organisational factors. Thomas and Velthouse (1990) 
suggest that environmental factors such as leadership, delegation, job design and reward 
systems influence the feeling o f  empowerment. Woodard et al. (1994) also note that the 
work environment has long been recognised as a potent source o f  influence on human 
behaviour and that employees tend to respond primarily to their cognitive representations 
o f  situations rather than the situations per se. The work unit level social structure may 
ultimately provide the most explanatory power in understanding empowerment 
(Hemingway and Smith 1999; Robbins et al. 2002; Spreitzer 1996). It is argued that 
factors in the work environment, referred to as the psychological climate, present 
themselves as either constraints on or opportunities for psychological empowerment.
Psychological climate variables were designed to assess work environments as they are 
“ cognitively represented in terms o f  their psychological meaning and significance to the 
individual” (Jones and James 1989 p. 740). According to Koys and DeCotiis (1991) the 
prevailing psychological climate o f  an organisaion is primarily created by the actions o f  
management. It can be used by managers and supervisors to manage their work units to 
engender more desirable employee perceptions o f  work environment and in turn desirable 
employee behaviour (Newman 1977). The psychological climate has an immediate
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influence on an employee’ s beliefs about rewards and opportunities available within the 
organisation.
Carless (2004) notes that even though there have been numerous studies on different 
aspects o f  both the psychological climate and empowerment, there has been a lack o f  
research on the relationship between the psychological climate and empowerment. There 
seems to be a lack o f  research that has examined the influence o f  the work environment 
on individual empowerment. A search o f  the literature revealed a few studies that have 
looked at aspects o f  the psychological climate and empowerment. Siegall and Gardner
(2000) investigated the effects o f  organizational factors on psychological empowerment, 
with a focus on lateral and organization communication. Gagne et al. (1997) tested the 
links between particular job characteristics and aspects o f  psychological empowerment. 
While the Siegall and Gardner (2000) study was set within a manufacturing company, 
Gange et al. (1997) set their study in a telephone company.
A review o f  twenty three (23) empirical studies on psychological empowerment revealed 
a bias towards North America with none o f  these studies from the United Kingdom. 
There is therefore a dearth o f  knowledge on the formulation o f  the psychological 
empowerment construct in the UK setting and in their Hotel industry in particular. In 
addition, the review o f  the said articles revealed that for 17% o f  them, the use o f  
Sprietzer’ s psychological empowerment scale did not achieve the original four 
dimensions conceptualized.
1.1: STATEMENT OF THE PROBLEM
This study would seek to answer the question of, what the relationship is between 
employees’ psychological climate, psychological empowerment and empowered 
behaviours.
The position taken is that perceptions o f  certain elements o f  the psychological climate can 
explain employees’ psychological empowerment and thus empowered behaviours.
3
1.2: AIM
The basic purpose o f  the study was to understand the conceptualization o f  the 
psychological empowerment scale in the UK hotel setting and the role o f  the' work 
environment in influencing employees’ perception o f  their psychological empowerment 
and behaviour.
1.3: OBJECTIVES
The objectives o f  the study are:
1. To determine if  employees in the sampled hotels perceive themselves as being 
psychologically empowered.
2. To examine the elements o f  their perceived work environment that are associated 
with their feelings o f psychological empowerment.
3. To examine the relationship between perceptions o f  work environment, 
psychological empowerment and empowered behaviour.
1.5: SIGNIFICANCE
“ Empowerment programmes have not always proven effective and therefore a better 
understanding o f  which factors positively influence empowerment would be useful” 
(Siegall and Gardner 2000; p. 703). Lee and Koh (2001) note that there have been 
empirical papers that have looked at the relationship between empowerment and other 
variables such as;
1. Gender (Mainiero 1986),
2. Leadership (Keller and Dansereau 1995, Konczack 2000)
3. Work teams (Cohen et al. 1996)
4. Role ambiguity, access to resources and information (Spreitzer 1996).
1. This study expands on and extends previous studies by expanding on the antecedents 
o f  psychological empowerment to look at the overall work environment, rather than
4
specific individual aspects. It would hopefully result in a more holistic discussion o f  
the relationship between the dimensions o f  the work environment (psychological 
climate), the dimensions o f  psychological empowerment and empowered service 
behaviours.
2. The psychological climate scale used for the study is unique and different from the 
popular scale by Koys and DeCotiis (1991), following the suggestion o f  Schneider et 
al. (1998) that climate scales be criterion driven.
3. The study is set within the context o f  the hotel industry and in the UK, unlike 
previous studies, and this should help enrich knowledge on how psychological 
empowerment manifests in different industries and settings.
4. The study should help managers and supervisors in the hotels that make up the 
sample identify which and how aspects o f  the psychological climate can be managed 
to create an empowering work environment for their staff and enhance feelings o f  
psychological empowerment.
5. Aspects o f  employees’ psychological empowerment which can be enhanced would be 
identified and should provide management with clues to increase the level o f  
psychological empowerment o f  staff.
1.6: RESEARCH METHODOLOGY
The study is both descriptive and exploratory with the main variables being psychological 
climate, psychological empowerment and empowered behaviour. The relationship 
between these variables is investigated with a population drawn from a sub-group o f  the 
UK Hotel industry.
The scales used in the instrument to collect data for the study are a mix o f  previously 
tested and verified scales (psychological empowerment) and amalgamations o f  different 
scales to form new ones (psychological climate and empowered behaviour), resulting 
from a review o f  existing literature on the subject area.
It uses a two stage methodology o f  first generating the variables from a review o f  the 
literature and secondly collecting, editing and analyzing the data. The study makes use o f  
the census type o f  survey with the administration o f  self-completed questionnaires in a 
luxury hotel group.
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The data is analyzed using frequencies and cross tabulation to describe the characteristics 
o f  the respondents. Exploratory factor analysis and Confirmatory factor analysis are used 
to first confirm the factorization o f  the variables and their relationships. Structural 
Equation Modeling (SEM) with AMOS version 6 is then used to analyse the relationship 
between the three major constructs.
1.7: STUDY STRUCTURE
The study is structured into six chapters. The second chapter concentrates on the 
concept o f  empowerment. There is a review o f  literature covering issues such as 
definitions, forms and processes o f  empowerment, dimensions and the relationship 
between empowerment and service delivery.
Chapter three reviews the literature on the Psychological Climate (PC) construct. 
It begins with an introduction, then a definition o f  PC, evolution o f  climates, assumptions 
and dimensions o f the construct.
This is followed by the fourth chapter which deals with methodological issues. 
The chapter starts with a look at the objectives o f  the study and a discussion o f  the 
research design to achieve the stated objectives. The types o f  data to be collected, how it 
would be collected, operationalisation o f  the two constructs and the limitations o f  the 
study make up this chapter. The fifth chapter focuses on the analysis o f  the data on 
psychological empowerment (PE) and the psychological climate and empowered 
behaviour. Chapter six summarizes the study, highlights the major findings and their 
implications, suggests recommendations for research and practice and explains the 
limitations o f  the study.
1.8: LIMITATIONS
1. This study concentrates on employees’ feelings o f psychological empowerment and 
empowerment as a quality initiative. Issues o f  empowerment type and program and 
empowerment as a human resource initiative are not covered by the study. It is the
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contention that the mental/psychological state o f  the empowered person is central to 
all empowerment programs and looking at the psychological state o f  the individual 
provides an overarching umbrella under which comparisons can be made.
2. The study is limited to the hotel industry within the UK and in particular the luxury 
hotel sub sector and hotel groups. The use o f  a hotel group, while controlling for 
extraneous variables such as organizational culture, ensured that there would be 
enough units within the organizational culture to provide an adequate sample size. All 
conclusions drawn from the study therefore fall within this setting though the 
implications o f  the study beyond it may be made.
1.9: CONCLUSION
This chapter laid the foundation for the study. It introduced the research problem and 
objectives o f  the study. The significance o f  the study and the research methodology were 
then discussed, followed by the context within which it was undertaken and the structure 
o f  the study. It concluded with the limitations o f  the study and provides a platform to 
further develop the study in subsequent chapters.
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CHAPTER TWO: PSYCHOLOGICAL EMPOWERMENT 
2.0: INTRODUCTION
This section looks at the concept o f  empowerment. It begins with the debate over the 
definition and meaning o f  the concept, followed by the different forms and initiatives 
empowerment takes and which have contributed to the controversy. The dimensions o f 
the concept are discussed next with a focus on the Spreitzer (1995a) model. The 
antecedents o f  empowerment are then explored and the section ends by looking at the 
importance o f  empowerment to the service sector and empowered service behaviour.
2.1: DEFINITION/MEANING
Though there has been an increase in the use o f  the concept o f  empowerment, there has 
been little agreement amongst managers as to what it means, what it entails and how to 
implement it (Bowen and Lawler 1995; Lashley 1995b; Lashley 1996). The term 
empowerment has acquired many meanings and definitions depending on the 
organisation in question (Hammuda and Dulaimi 1997; Spreitzer 1995a). Sometimes 
even within an organization the interpretation o f  the term can depend on the level o f  an 
individual in the management structure (Hancer and George 2003; Lashley 1995; 
Mathews et al. 2003; Randolph 2000; Siegall and Gardner 2000). For example, 
empowerment has been used to describe several kinds o f  organisational power sharing 
schemes such as employee empowerment, employee involvement, participative 
management, job  enrichment, industrial democracy and quality o f  work life (Nielson and 
Pedersen 2003).
Empowerment involves delegation o f  responsibility from management to employees, 
non-hierarchical forms o f  work organisation and the sharing o f  information between and 
within different levels o f  an organisation (Harley 1999). In practice, it may take different 
forms and involve different initiatives, as it can mean different things to different people. 
Menon (2001) is therefore o f  the view that it would be inappropriate to treat 
empowerment as having a single agreed upon definition and that overemphasis on a 
precise definition hinders the development o f  the construct.
Wilkinson (1998) identifies a number o f  problems with the existing prescriptive and 
evangelical (Lashley 2001) literature on empowerment,
1) The term is used loosely, there is a problem o f  not being sure we are comparing 
like with like
2) It is rarely located within a historical context
3) There is little discussion on the context (organizational/social setting) within 
which it takes place
4) The literature trivialises the conflict within organisations
All these issues have fueled the debate and controversy as to what empowerment means, 
making some even question if the construct and its purported benefits exist in practice. 
Menon (2001) advises that for the sake o f  clarity, researchers on empowerment should 
explicitly identify how they wish to define empowerment.
Conger and Kanungo (1988) note that empowerment derives from the constructs o f  
power and control and therefore can be viewed in two ways. Empowerment can be 
viewed as a behaviour o f  a supervisor who empowers his/her subordinate (relational) or 
empowerment as the psychological state o f  a subordinate (motivational) resulting from 
his/her supervisors’ empowering (Conger and Kanungo 1988; Koberg et al. 1999; 
Lashley 2001; Mathews et al. 2003). The relational perspective is the individual’s power 
and control relative to others and the sharing and transmittal o f  power (managerial style), 
while the motivational perspective relates to the individual’ s cognition and perceptions 
that constitute feelings o f  permissible behaviour and psychological investment in work, 
belief in capability and self-efficacy (Koberg et al. 1999). The relational concept is 
concerned with issues o f  management style and employee participation, while the 
motivational construct is concerned with the individual and personal characteristics o f  
discretion, autonomy, power and control (Lashley 1999). A definition o f  empowerment 
should therefore come from one or a combination o f  these perspectives.
Conger and Kanungo (1988) rightly identify the similarity in use and understanding o f  
the terms empowerment, delegation/authorization and enabling, and advocate for 
empowerment being seen as a motivational construct connoting an enabling state rather 
than the more restrictive delegation. They therefore define empowerment as, “ a process 
o f  enabling feelings o f self-efficacy among organization members through the 
identification o f  conditions that foster powerlessness and through their removal by both
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fo rm a l organizational processes and informal techniques o f  provid ing efficacy 
information”  (p. 474).
Thomas and Velthouse (1990) build on this school o f  thought and focused on the 
motivational/psychological empowerment construct, identifying a set o f  four task 
assessments that produce this motivational state. The task assessments are;
1. Impact (knowledge o f  results), the degree to which behaviour is seen as making a
difference
2. Competence (self-efficacy/personal mastery), the degree to which a person can 
perform activities skillfully when s/he tries
3. Meaningfulness (investment o f psychic energy), the value o f  task goal or purpose 
in relation to the individuals own ideas/standards
4. Choice (locus o f  control), causal responsibility for a person’ s actions and
perception o f  one’s behaviour as being self-determination.
Thomas and Velthouse (1990; p.666) define empowerment as a motivational process, 
which allows the study o f  the empowering effects o f  different interventions while being 
more explicit about what those effects are.
Brymer (1991; p.59) also sees it as a process and defines empowerment as the, “process 
o f  decentralising decision making in an organisation, whereby managers give more 
discretion and autonomy to the frontline employees” . Jones and Davies (1991; p.212), in 
a similar vein, define empowerment as basically about, “pushing responsibility and 
decision making down the organisation to those employees closest to the customer” . 
Fulford and Enz (1995) conceptualise empowerment to mean the individual’ s perceptions 
o f  meaning, influence and mastery and suggest four categories, dimensions or outcomes 
o f  empowerment as meaning, self-efficacy, self determination and personal control.
The identified task assessments are additive in their conceptualization o f  the 
psychological empowerment construct. Consequently, the absence o f  one o f  the task 
assessments does not prevent the feeling o f  psychological empowerment, but rather 
lowers that feeling.
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Lashley (1996) suggests that empowerment is best understood as a generic term which 
covers a wide range o f  initiatives in the management o f  human resources reflecting a 
wide range o f  managerial intentions and concerns. Geralis and Terziovski (2003) add that 
empowerment takes on different meanings in different settings and as a result, Spreitzer 
(1995b) opines that it is important to conceptualise empowerment specifically for a 
workplace context to differentiate its meaning from, say, a community/political concept. 
Menon (2001) notes that the word empowerment can be used to
1. Characterise a cognitive state (o f the employee or subject o f  the empowerment 
effort)
2. Denote an act, that leads to the empowered state (leadership/managerial style)
3. Denote a process or sequence o f  actions that ultimately leads to the empowered 
state
This has been one o f  the sources o f  the controversy. Definitions o f  empowerment should 
be seen as emanating from one or a combination o f  these perspectives and if comparisons 
are being made between definitions and initiatives, care should be taken that like is being 
compared with like.
Spreitzer (1995b) and Thomas and Velthouse (1990) bring some clarity to the debate by 
conceptualising empowerment as being made up o f  four related but independent 
constructs. This represents a focus on the psychological dimension o f  empowerment as 
opposed to the relational perspective, which is made up o f  the social-structural 
components. Psychological empowerment differs from the structural concept o f  
empowerment in that it focuses on intrinsic motivation rather than on the managerial 
practices used to increase individual levels o f  power (Kraimer et al. 1999).
These four dimensions are;
• Meaning: the fit between the needs o f  one’s-work role and one’ s beliefs, values 
and behaviours.
• Competence/self-efficacy: the belief in one’ s capability to perform work activities 
with skill.
• Self-determination: autonomy over the initiation and regulating one’s actions.
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• Impact: the degree to which one can influence strategic, administrative, or 
operating outcomes in one’s department or work unit (Spreitzer 1995a). 
Empowerment is therefore seen here as the psychological state o f  a subordinate 
perceiving these four dimensions o f  meaningfulness, competence, self-determination and 
impact, and is affected by the empowering behaviours o f  the supervisor (Hancer and 
George 2003; Lee and Koh 2001; Robbins et al. 2002). Implicit in this definition is the 
notion that empowerment can not take place between equals, and implies a combination 
o f  both the relational (relationship between the supervisor and subordinate) and 
motivational aspects o f  empowerment. Though there is the need to distinguish between 
the psychological and relational perspectives o f  empowerment (Mathews et al. 2003), 
both are needed for any successful empowerment program. This is because essentially, 
empowerment is a power relationship between two or more people o f  unequal authority 
in a system/organization. The superior, through various actions, seeks to empower the 
subordinate who must feel and experience that change in the power relationship to 
perceive the environment as conducive for one to feel and act empowered. Therefore the 
act o f  the superior without the necessary change in the subordinate’s feelings or the 
feelings o f  the subordinate without the mandate/support o f  the superior cannot be 
empowerment.
Spreitzer (1995a) defines psychological empowerment as the process by which 
individuals gain control over their lives. Empowerment can be said to be having a sense 
o f  personal efficacy, worth and individual control, together with a sense o f  power with 
the freedom to use that power in the achievement o f  valued goals. A common theme 
running through the various definitions however, is the idea o f  delegation o f  decision 
making authority to customer contact/frontline employees.
Klidas (2001) opines that in management, empowerment can be defined as the notion o f  
devolving decision-making authority and responsibility for control and enhancement o f  
product and/or service quality to the point o f  production.
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In the context o f  hospitality, Klidas (2001) defines empowerment as the notion o f 
devolving decision-making authority and responsibility to frontline employees for control 
and enhancement o f  service quality and customer satisfaction during service delivery.
The present study adapts the definitions o f  Hancer and George (2003); Lee and Koh
(2001) and Robbins et al. (2002) o f  psychological empowerment as the psychological 
state o f  subordinates perceiving four dimensions o f  meaningfulness, competence, self- 
determination and impact as a result o f  the empowering behaviour o f  the 
supervisor/manager. There is therefore a focus towards empowerment as a state o f  mind 
as opposed to empowerment as an act or a process.
2.2: FORMS/PROCESS
Speer (2000; pp.52) identifies a number o f  assumptions o f  psychological empowerment. 
These are:
• Psychological empowerment takes different forms for different people
• Psychological empowerment varies based on context
• Psychological empowerment will vary over time.
Empowerment has not only been used a quality management initiative, but quite often as 
a Human Resource Management tool to access the commitment, loyalty and individual 
motivation o f  employees. Employees have traditionally been seen as costs to be 
minimised, utilised and managed efficiently; however, unlike other costs associated with 
running businesses, they have the ability to react to how they are managed. 
Redeployment o f  members and downsizing can lead to non compliance. The dilemma o f  
management becomes how to secure the passive compliance o f  the labour force whilst on 
the other hand enlisting its co-operation (Hales 2000). According to Wilkinson (1998 
p.43 - 44) the downsizing o f  the 1980’s and 1990’s, saw empowerment being 
conveniently used to present “ unappealing HRM strategies and organisational changes 
such as removing a layer o f  management and/or loading operational jobs with additional 
management responsibility” . Cunningham and Hayman (1999 p. 193) note that, 
“ competitive pressures have helped enhance the attractiveness o f  empowerment within 
the context o f  shrinking organisational size and delayering, lean productive
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arrangements” . It is therefore not surprising that some employees and researchers have 
viewed and continue to view empowerment initiatives with resistance/resentment and a 
hint o f  suspicion.
Shackleton (1995 p. 130) suggests that empowerment as an HRM strategy, invariably 
means giving more “ responsibility and decision making authority to more junior people 
in the organisation” . Wilkinson (1998) is o f  the view that empowerment has been used to 
enhance worker autonomy or delayer management under the guise o f  “ new managerial 
role”  as a facilitator and that is a tactical bequest to workers o f  responsibility for and to a 
lesser extent choice over how work is performed. Hales (2000) suggests that management 
is faced with the challenge o f  ceding to workers or allowing them to retain sufficient 
autonomy over work performance and or involvement in the broader workplace. 
Management involve employees in decision making to enlist their co-operation and draw 
upon their latent skills, but not so much as to forfeit managerial control (p. 503).
Hales and Klidas (1998 p.90) add that “ in practice empowerment has been used as a tool 
by management to generate commitment, enhance employee contributions to the 
organisation” . In a study o f  Five Star Hotels in Amsterdam, Hales and Klidas (1998 p. 
63) conclude that “empowerment meant no more than increased responsibility for dealing 
with guests complaints and tightly controlled discretion over how to do so” . A typical 
criticism in sections o f  the literature is that empowerment tends to have little or no 
manifest benefits and even where it occurs, it tends to be associated with choice in job 
contingencies rather than establishing an employee voice in organisational contingencies.
Though empowerment has been used sometimes synonymously with the ideas of, 
authority delegation, motivation, self-efficacy and job  enrichment, there are subtle 
differences between empowerment and these terms, which do not wholly capture the 
concept. Other related concepts include employee ownership, high- 
involvement/participation management, autonomy, self-determination, self-management, 
self-control and self-influence (Lashley 1995a;Lee and Koh 2001). Ford and Fottler 
(1995) caution that empowerment as a concept is much broader than these traditional
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concepts o f  delegation, decentralization and participatory management, as the 
responsibility for decision-making is stretched beyond the mere contribution o f  ideas. 
Wilkinson (1998) further notes that there are a wide range o f  programmes and initiatives 
which claim to be empowering but vary in the extent o f  the power which employees 
actually exercise. Most are not designed to give workers a significant role in decision 
making but rather secure enhanced contribution to the organization. According to Bowen 
and Lawler (1992) and Lashley and McGoldrick (1994), they include;
• Suggestion schemes and quality circles, which allow control-centered 
organisations to be responsive to and benefit from the ideas and experiences o f  
immediate service deliverers
• Job involvement, with employees designing and redesigning job  content and 
details o f  service delivery, based on team work
• High involvement, characterised by increased involvement from task discretion 
and performance review to total organisational performance
Lashley (2001) and Lashley (1995) expatiate on the different meanings o f  empowerment 
as a management device at the operational level, noting that they include empowerment 
through participation, involvement, commitment and delayering (Table 2.1).
2.2.1: EMPOWERMENT THROUGH PARTICIPATION
Empowerment through participation, is characterised by the delegation or sharing o f  
some decision making power with employees. It can occur at two levels, the task and 
non-task level. At the task level, it involves decisions relating to the immediate tasks and 
jobs o f  employees. It is very important and relevant in service situations to meet customer 
needs, which are difficult to anticipate and standardise and can be provided either through 
groups o f  employees with collective accountability for their actions (teams) or by 
individual employees given authority to make decisions and held accountable for them.
15
Table 2 .1 : Managerial meanings of empowerment
Managerial Meaning Initiatives Used
Empowerment through Participation Autonomous work groups 
Whatever-it-takes training 
Job enrichment 
Work councils 
Employee directors
Empowerment through Involvement Quality Circles 
Team briefings 
Suggestion schemes
Empowerment through Commitment Employee share ownership 
Profit sharing and bonus schemes 
Quality o f  work life programs (job 
rotation, job enlargement)
Empowerment through Delayering Job re-design 
Retraining
Autonomous work groups 
Job enrichment
Profit-sharing and Bonus schemes
Source: (Lashley 1995)
The teams/work groups enable the organisation o f  work between members and provide a 
quick response to immediate service needs. They also serve to control individual effort 
through membership pressure. Group dynamics can foster a sense o f  empowerment and 
can be a source o f  satisfaction for participating employees through the development o f  
feelings o f  mutuality and support.
Job enrichment, unlike autonomous groups, is aimed at empowering the individual. It 
involves “detailed training” in customer service needs and the establishment o f  a service 
culture. The service culture serves as a guide for employees on dos and don’ts as they 
identify and interpret the service needs o f  customers. In this case, individuals have 
authority and responsibility to solve customer problems on the spot. This form o f 
empowerment is geared to improving the responsiveness o f the frontline employees in the 
immediate service situation within prescribed boundaries. It is participative, in that it 
encourages employees to use their discretion in meeting customer needs. Employees are 
trained to take ownership o f  the service encounter and provide a level o f  service not 
normally given, without reference to supervisors/managers. This not only saves time, but 
eliminates the feelings o f  helplessness and reduces the amount o f  emotional labour
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frontline employees expend in serving the customers. For customers, it portrays an 
organisation willing and ready to respond to their needs and reduces the possible scenario 
o f  having to explain a second time to another person (a superior) why they are dissatisfied 
with the service offing.
At the non-task level, it involves the handing over o f  control o f  the more strategic 
decisions o f  the organisation. This may take the form o f  Codetermination, Work- 
councils, Employee directors or Participation through ownership.
• Co-determination is made up of, “a number o f  arrangements that involve some 
form o f  joint decision making by employees and mangers at establishment or 
organisational level”
• Work councils are made up o f  representatives o f  employees with the right to be 
consulted on management and operational issues
• Employee directors are characterised by representatives o f  employees being made 
part o f  the board o f  directors with responsibility for the day to day running o f  the 
company
• Participation through ownership occurs when employees own part o f  the 
business/company and by right are involved through their representatives in the 
management and decision making activities o f  the company.
Unlike the task level initiatives therefore, participation in this scenario does not involve 
focusing on how employees perform their jobs, but rather how the organisation performs 
or achieves its mandate.
2.2.2: EMPOWERMENT THROUGH INVOLVEMENT
Empowerment through involvement tries to gain from employees’ experiences, ideas and 
suggestions through feedback, sharing information and making suggestions.
The aim is to engage employees at an emotional level, but without sharing decision 
making. “ It involves information giving and some consultation, it can be both 
representative and direct, largely concerned with task level issues and restricted to an 
agenda o f  items that is restricted to work organisation, productivity and quality 
improvement, and problem solving customer satisfaction issues” (Lashley 2001).
This may be through quality circles, team briefings or job enlargement.
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Quality circles involve groups o f  employees who meet regularly to discuss common 
operational issues. Service organisation’s motives for introducing quality circles have 
been identified as being concerned with a desire to improve communication, staff morale 
and commitment to service quality (Dale and Lees 1986).
Team briefings can be described as overlapping the organisational structure. It is a 
mechanism for managers and employees to meet on a regular basis to discuss operational 
issues. In the service setting, they may be used to assist in briefing the team about the 
specific requirements o f  upcoming shifts and used to raise issues which need to be 
addressed in subsequent shifts. They are used to gather suggestions and feedback from 
team members as opposed to decision making. It tends to be task driven and the intention 
is to develop a sense o f  ownership in the employees by involving them in the 
communication process, which provides targets and feedback. Employees get a sense o f  
“ involvement” through the solicitation o f  their ideas by management. However the risk is 
that these suggestions do not feature and/or reflect in any final decisions. Scenarios such 
as these, without an explanation by management as to how decisions were arrived at can 
have the effect o f  demoralising staff, staff questioning the relevance o f  such solicitation 
efforts if they are not implemented and therefore not coming forward with suggestions in 
the future.
Hales (2000), comments that empowerment efforts invariably do not include the “ voice” 
o f  employees and the reason could be the lack o f  explanation o f  how suggestions from 
employees are factored into decision making processes.
2.2.3: EMPOWERMENT THROUGH COMMITMENT
Empowerment through commitment aims to empower employees by developing 
commitment to the service encounter and creating customer satisfaction. It involves little 
decision making or suggestion solicitation. It is largely concerned with the command 
style o f  communication where managers either tell/sell to employees what to do. 
Empowered employees must feel that they can personally affect the outcome o f  service 
encounters and are responsible for its success. Employee commitment can be calculative 
or non-calculative in approach. In the calculative approach, organisations use either pay, 
performance related pay, performance review, training and employee development or a
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combination o f these to induce employee commitment. This approach tends to be used in 
organisations that use the “ service factory” concept because o f  the limits to the amount o f  
discretion employees are allowed. The non-calculative approach tries to develop moral 
commitment through trying to establish a collective interest between managers and 
employees by sharing information. This is achieved either through newsletter or 
suggestion schemes. Committed employees are supposed to be more satisfied, more 
productive, and flexible and have an internalised set o f  beliefs that is above normal 
requirements. The employees should have a feeling and attitude o f  “we are in it together 
and succeed or fail together” . The inducement o f  the collective success and /or individual 
enhanced pay serves to encourage/or “ coerce” the employee to strive to create a 
satisfying customer encounter.
2.2.4: EMPOWERMENT THROUGH DELAYERING
Empowerment through delayering is characterised by allowing lower levels o f  the 
organisation’ s management to make decisions formerly made at senior level. 
Delayering, may involve the removal o f  layers o f  managers in an organisation as a means 
o f  creating a more flexible and responsive and flatter organisation. Possible benefits 
include
• Senior managers are better able to understand customer needs and build the 
business to be relevant to their customer base
• Senior managers gain better information about operational performance at the unit 
level
• Removal o f  layers can reduce operating costs and sometimes this may be the 
reason behind the decision to delayer
• Encourage unit/junior mangers to be more intra/entrepreneurial in developing 
relationships with key market segments, reflecting customer tastes, and needs and 
manage costs more effectively, (Lashley 2001).
Empowerment through delayering, has however come in for some criticism over two 
issues. The first is that the “removal o f layers” has been seen as a means o f  laying o ff  
employees and the whole empowerment exercise is therefore sometimes viewed with 
suspicion. The second, also related to the first is that when any staff are laid off, it
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potentially is always middle level management and as such middle management have 
sometimes sabotaged the exercise. In practice however, employees at all levels in an 
organisation including lower levels have been laid o f  under the guise o f  empowering the 
organisation. If empowering through delayering is to succeed, the lower levels o f  the 
organisation have to be prepared and trained for the additional responsibility before 
others are laid off. The risk here is that the middle management staff realising this and 
knowing that the success o f  the programme would spell the demise o f  their jobs, are less 
likely to enthusiastically promote it.
It is difficult for workers in an organisation where empowerment as an HRM tool is 
being used in this way to feel psychologically empowered. With the associated 
delayering/redeployment/redundancies, natural wastage, etc, “ survivors”  see themselves’ 
as the “ lucky” ones who have escaped the net for now. Employees in such an 
organisation are more likely to feel they are working under conditions o f  a siege rather 
than feel psychologically empowered. In addition, it is to be expected that the objective 
for initiating the empowerment exercise would determine the kind o f  resources, 
degree/type o f  autonomy, level o f  involvement, participation, amount o f  power, etc, made 
available to employees.
Management may not necessarily be expecting or willing for employees to be 
psychologically empowered when they embark on "empowerment" initiatives. Collins 
(1999) points out that empowerment can be described as a syndrome taking different 
forms in different situations and maybe used to achieve different management objectives. 
The present research, while appreciating the complexity and controversy over the nature 
and characteristics o f  the empowerment construct, specifically looks at the issue o f  
psychological empowerment and its use as a quality management initiative. It contends 
that any empowerment initiative that seeks to enhance the ability o f  employees to respond 
to the contingencies o f  the service delivery situation should engender in them a feeling o f  
being psychologically empowered.
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2.3: EMPOWERMENT DIMENSIONS
The confusion as to what empowerment means and can be defined to be has been as a 
result o f  the various forms/interventions which have sought to empower people.
Conger and Kanungo (1988) resolve this debate by suggesting that instead o f  defining 
empowerment by the type o f  intervention, it should rather be defined by the motivational 
process within workers. It is argued that no matter which form empowerment takes, 
initiatives entitled empowerment will be empty rhetoric if  they do not produce feelings o f  
being empowered in the recipients o f  empowerment. Therefore irrespective o f  the form o f  
empowerment or the initiatives used, the common theme running through them all 
is/should be the psychological/motivational enhancement o f  the empowered and their 
ability to perform their work. They thus define empowerment as an increase in workers’ 
effort-performance expectations (self-efficacy). Thomas and Velthouse (1990) following 
from this, conceptualise empowerment in terms o f  changes in cognitive variables which 
they call task assessments (P. 667). Their conceptualisation is based on the following 
assumptions
• Empowerment is a type o f  motivation
• Empowerment is made up o f  a set o f  task assessments that produce this 
motivation
• Empowerment is an interpretative process, workers use to arrive at the task 
assessments.
The task assessment variables are defined as;
• Impact: the degree, to which behaviour is seen as making a difference
• Competence: the degree, to which a person can perform activities skilfully when 
they try
• Meaningfulness: the degree, o f  an individual’ s intrinsic caring about a given task
• Choice: the degree, o f  causal responsibility for a person’s actions, (Thomas and 
Velthouse 1990).
Spreitzer (1995) identifies a similar set o f  dimensions to conceptualise psychological 
empowerment. They are
• Meaning: the degree o f  fit between the needs o f  one’ s work role and one’ s beliefs,
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• Competence or self-efficacy: the belief in one’s capability to perform work 
activities with skill,
• Self-determination: autonomy over initiation and continuation o f  work behaviour 
and processes, and
• Impact: the degree to which one can influence strategic, administrative or 
operational outcomes in one’s department/work unit
Spreitzer's (1995) dimensions are effectively no different from those o f  Thomas and 
Velthouse (1990). In fact (Thomas and Velthouse 1990), in naming their fourth 
dimension Choice, add that they deliberately do not use the more philosophical term Self- 
Determination.
Spreitzer's (1995) dimensions and the attendant twelve item scale have gained wide 
acceptance in the literature and have been used by numerous other researchers. Table 2.2 
below shows some o f  the studies that have used Spreitzer’s twelve item scale and the 
alpha coefficients o f  the respective dimensions.
Table 2. 2: Studies that have used Spreitzer’s twelve item scale of psychological 
empowerment _________________ _________________ _________________
Author Location and sample Dimension Alphas
Spreitzer (1992) Meaning 0.81
Competence 0.76
S e lf Determination 0.85
Impact 0.83
S p a rro w  e (1 9 9 4 ) U S  (H o s ip ita l i ty M e a n in g 0 .6 7
o rg a n is a tio n s ) C h o ic e 0 .75
U se d  Thom as a n d C om pe te nce 0 .5 6
T y m o n ’s sca les Im p a c t 0 .81
F a l fo r d  a n d  E nz C lu b  em ployees M e a n in g 0 .8 0
(1 99 5 ) S e lf-E ff ic a c y 0 .7 0
In flu e n c e 0 .8 3
Spreitzer (1995) Middle Managers Meaning 0.87
(industry) Competence 0.81
S e lf Determination 0.81
Impact 0.88 (0.74)
Spreitzer (1996) Middle Managers Meaning
(industry) Competence
S e lf Determination
Impact
Goodale et al (1997) US (Retail Company) Meaning 0.92
Competence 0.86
S e lf Determination 0.75
Impact 0.84
Koberg et al (1999) Hospital Meaning
2 2
Competence 
S e lf Determination 
Impact (0.84)
Kraimer et al (1999) Hospital Meaning 0.81
Competence 0.76
S e lf Determination 0.85
Impact 0.83
Siegall and Gardner Manufacturing Meaning 0.87
(2000) Organisation Competence 0.77
S e lf Determination 0.72
Impact 0.86
Sigler and Pearson US (Textile Meaning
(2000) Company) Competence NA
Influence
Li den et al (2000) US (Service Meaning 0.92
Organisation) Competence 0.86
S e lf Determination 0.77
Impact 0.85
H a n c e r  a n d  G e o rg e U S  ( F u l l  s e rv ice M e a n in g 0 .8 4
(2 0 0 3 ) re s ta u ra n t c h a in ) C om p e tence 0 .6 5
Im p a c t 0 .8 7  (0 .87 )
Boudrias and Canada (Nurses) Meaning 0.92
Gaudreau 2004 Competence 0.86
S e lf  Determination 0.87
Impact 0.92 (0.88)
Seibert et al (2004) US (Manufacturing Meaning
Company) Competence
S e lf Determination
Impact (0.88)
K im  a n d  G e o rg e U S  (C a s u a l In f lu e n c e  ( M  + C) 0.91
(2 0 0 5 ) R e s ta u ra n t C h a in ) A tt itu d e  (S D  + 1) 0 .8 9
A ryee and Chen China (Manufacturing Meaning 0.85
(2005) Company) Competence 0.81
S e lf Determination 0.82
Impact 0.91
D im itr ia d e s  (2 0 0 5 ) G ree ce  (m a tu re M e a n in g
s tu d en ts ) C om p e tence NA
Im p a c t  ( I  +  S D )
Hechanova et al 2006 Philippines Meaning 0.86
(Restaurant, Bank, Competence 0.77
Hotel, Airline and S e lf  Determination 0.79
Call Center) Impact 0.79 (0.87)
Ergeneli et al (2006) Turkey (Banks) Meaning 0.83
Competence 0.84
S e lf Determination 0.78
Impact 0.88 (0.90)
Moye and Henkin US (Fortune 500 Meaning 0.92
(2006) Organisation) Competence 0.82
S e lf  Determination 0.90
Impact 0.88 (0.87)
Figures in brackets are the overall psychological empowerment reliability coefficient
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2.3.1: MEANING
An employee’ s work is meaningful when their task or job is congruent with their beliefs, 
attitudes and values and employees care and see them as important (Spreitzer 1995, 
Quinn and Spreitzer 1997). It is also described as intrinsic caring about a given task. 
When employees perceive their job/task as meaningful, they are likely to be more 
committed, involved and concentrate their energies on their work, while those who 
perceive their jobs/tasks to be less meaningful are likely to exhibit feelings o f  apathy and 
detachment from significant events in the work place (Thomas and Velthouse 1990). 
According to Hackman and Oldham (1980), meaning is one o f  the three critical 
psychological states for intrinsic task motivation. Employees who find meaning in their 
work, look forward to and anticipate the challenge o f  work, they tend to be more 
emotionally engaged positively with their work, they are better motivated to ensure they 
succeed in their work roles and are more likely to put in greater effort to ensure 
organizational goals are met. It is not uncommon however for certain job positions 
(customer contact positions) to find their work more meaningful than others. Fulford and 
Enz (1995, p. 162), are o f  the view that “ certain positions within a service operation, may 
contribute to low meaning and result in employee apathy while customer contact 
positions, such as waitstaff, may lead to more perceived meaning” .
2.3.2: COMPETENCE
According to Spreitzer (1995) competence can be described as the capability to perform 
task successfully. It has also been described by Conger and Kanungo (1988), as “ a can do 
attitude” . Employees feel competent when they are confident about their ability to do 
their work well and know they can perform (Quinn and Spreitzer 1997). This dimension 
is seen as similar to Bandura’s (1989) use o f  self-efficacy in clinical psychology. Bandura 
(1989, p. 408), suggests that it is the “ belief in one’s capabilities to mobilise the 
motivation, cognitive resources and courses o f  action needed to meet given situational 
demands” . The higher an individual’ s level o f  self-efficacy, the more committed they are 
to difficult goals, more persistent to succeed when they fail to achieve a task, and strive 
to achieve greater performance levels (Goodale et al. 1997). Employees who perceive
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themselves to be competent, exhibit initiative, high effort and persistence in the face o f  
obstacles (Bandura 1977). They feel competent, have higher levels o f  self efficacy and 
would be more willing to solve problems and meet challenges in the work place. They are 
also more likely to feel comfortable in their work role/tasks and thus find meaning in 
their work. There is a sense o f  being in control o f  one's job  and a mental preparedness to 
meet whatever obstacles and challenges may come up in the course o f  one's work, 
knowing that they would be satisfactorily resolved. This belief in one’ s ability shows in 
the level o f  confidence in interactions with customers and can be perceived by customers 
as clues to behaviour.
2.3.3: SELF DETERMINATION
Spreitzer (1995) defines self determination as autonomy in performing one’s job/task, the 
ability to choose how to behave in various job-related situations, and employees feeling 
that they are not being micro managed (Quinn and Spreitzer 1997). Self-determination 
leads to greater flexibility, creativity, initiative, resiliency and self-regulation (Thomas 
and Velthouse 1990). For the employee who feels s/he is competent in their job, the trust 
o f  supervisors/management to “ let them be” and get on with what they "can do and do 
well" not only reinforces the feeling o f  being competent but also may increase their 
internal motivation. It has been suggested that Self Determination is linked to higher 
levels o f  initiative, self-regulation, internal motivation and job satisfaction, and hence 
customer orientation, low turnover intentions and higher service quality (Goodale et al 
1997). Employees with feelings o f  self determination in their work role are more likely to 
exhibit quicker and more appropriate responses in service recovery efforts on a consistent 
basis (Goodale et al. 1997). Self determination would also make employees feel confident 
in their jobs and that they have the trust o f  their superiors to have been given some sense 
o f  autonomy. This also gives a sense o f  power and control over the work domain. “ For 
workers who perform routine, semi-skilled tasks, the empowerment edge is the 
opportunity to determine how the work gets done” (Fulford and Enz 1995, p. 163) and 
meaning in their work.
2.3.4: IMPACT
Impact is seen as the extent to which employees can influence events in an organisation 
(Spreitzerl995), influence their work unit and get others to listen to their ideas (Quinn 
and Spreitzer 1997). Similarly, Thomas and Velthouse (1990) view impact as the ability 
to produce intended effects in one’ s task environment.
Workers who think they have an impact in their work unit would expect to be able to use 
information about customer preferences and the organisation’ s ability to meet customer 
needs, to impact departmental operations and perceived service quality (Goodale et al.
1997). While self-determination is control over one’s own behaviour, impact is seen as 
control over one’s environment (Thomas and Velthouse 1990). So while self- 
determination deals with task levels issues, impact deals with non task level influences.
The distinctions between the self determination and impact dimensions have not always 
been borne out in empirical research (table 2.2). There have been a number o f  studies 
where the two have collapsed into one factor sometimes called influence (Fulford and 
Enz 1995; Dimitriades 2005).
It would seem from table 2.2 that Spreitzer’ s four dimension conceptualisation o f  
psychological empowerment has won general acceptance and usage in the literature. 
However a few authors have sought to approach the concept from a slightly different 
perspective and have thus also evolved slightly different conceptualisations o f  the 
construct. One o f  these authors is Menon (2001).
Menon (2001) defines empowerment as the “ cognitive state characterised by a sense o f
perceived control, competence and goal internalisation” . Three dimensions that capture 
this conceptualisation o f  psychological empowerment are subsequently derived, namely;
• Perceived control; defined as choice over means (decision making authority) to
achieve goals. Closely related to the choice dimension o f  the Thomas and
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Velthouse model and can be argued to bear close similarity to the self 
determination dimension
• Perceived competence: defined as belief in one’s capabilities to meet given 
situational demands. By the author’s admission, “a major component o f  the 
Thomans and Velthouse model”
• Goal internalisation: defined as feelings o f  significance, community and 
enjoyment/fun and ownership o f  organisational goals
Menon (2001), claims goal internalisation is a unique feature o f  this conceptualisation, 
however it bears close similarity to the meaning dimension o f  Sprietzer’ s model. The 
“ feeling o f  significance” aspect o f Menon’ s Goal Internalisation resonates with the 
“ impact”  dimension o f  Spreitzer, so though it would seem that one o f  Spreitzer’ s 
dimensions is lost in Menon’s conceptualisation, it is actually captured. In addition, 
Sprietzer makes a distinction between the individual’ s ability to influence and control 
their individual work actions as opposed to strategic and administrative outcomes. This is 
an important distinction which seems lost in the Menon model, but deemed to be 
necessary as the two dimensions are not conceptually the same and capture different 
aspects o f  the feeling o f  psychological empowerment. From the various studies that have 
used the Spreitzer conceptualisation o f  the construct, there two dimensions have emerged 
as distinct separate factors in the majority o f  cases. It would therefore seem that under 
certain conditions and circumstances, the distinction between self determination and 
impact is warranted. Sprietzer’ s model has also gained acceptance in the literature as 
evidenced by its use by various authors (table 2.2). In addition, Kraimer et al. (1999) 
tested the convergent, discriminant and criterion-related validity o f  Spreitzer’ s multi­
dimensional scale and concluded that there was discriminant validity among the four 
dimensions and convergent validity in a single higher order factor. While parsimony is a 
virtue to be exhibited in modeling, it can also be argued that the data should determine 
the level o f  abstraction/simplicity or complexity o f  a model. The option offered by 
Spreitzer, allows for the data to separate or collapse the two dimensions (self- 
determination and impact) and is felt to be statistically more sound.
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Konczak et al. (2000), take a different approach, looking at the relational aspect o f  the 
empowerment effort and concentrating on the leadership behaviours associated with 
employee empowerment. They propose and test a six dimensional Leadership 
Empowering Behaviour Questionnaire (LEBQ) comprising the following, Delegation o f  
authority, Accountability, Self directed decision making, Information sharing, Skill 
development and Coaching for innovative performance.
The present study seeks to examine the psychological empowerment construct, 
concentrating on the cognitive feelings o f  employees and thus adopts Spreitzer’ s 
conceptualisation o f  the construct.
2.4: ANTECEDENTS OF EMPOWERMENT
From the literature on empowerment, it becomes clear that there is not any one way o f 
empowering the staff o f  an organisation and that businesses should base their choice o f 
whether to empower employees or not and if so, which form o f  empowerment to use on a 
number o f  factors. These include the organisation’s culture, its needs and the 
organisations definition o f  empowerment (Hancer and George, 2003).
The feeling o f  empowerment is influenced by two core factors, individual and 
environmental (Koberg et al. 1999). The individual antecedents are related to personality 
(locus o f  control), and the socio-cultural factors that influence personality, experience and 
gender (Figure 2.1). Environmental antecedents on the other hand cover a host o f  external 
factors and the quality o f  interaction between the individual and these factors.
People with an internal locus o f  control, all things being equal, are expected to feel more 
empowered than those with external locus o f  control. This raises the question as to 
whether a person (eg. with an internal locus o f  control) can be described as being 
empowered or feeling empowered without any deliberate action on the part o f  their 
supervisor/leader/manager.
Figure 2.1: ANTECEDENTS AND OUTCOMES OF WORKER
EMPOWERMENT
Source: (Koberg et al. 1999)
Certain people may naturally experience and have a sense o f  meaning in their work, feel 
competent to execute their work, and think they have control over the determination o f  
the execution o f  their work and their efforts have an impact in the organization within 
which they work. It is the tacit encouragement o f  these feelings and actions by 
management that produce feelings o f  empowerment. Experiencing these four cognitions 
without the necessary approval may be counter productive in so far as it goes against 
company rules, expectations and accepted norms/behaviour. This may then be classified 
as deviant behaviour and actively discouraged by management or even punished. 
However Koberg et al. (1999) found no significant relationship between locus o f  control 
and perceived empowerment.
It is also suggested that females and people from ethnic minority groups tend to be over­
represented at lower levels o f  the organization and so feel less empowered. Educational 
levels and tenure with an organization are also expected to be positively related to 
feelings o f  empowerment.
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The environmental factors consist o f  group dynamics and the leadership approach in an 
organisation. Koberg et al. (1999) are o f  the view that group members are more likely to 
feel empowered in departments or units where group members influence one another and 
the leader, feel accepted and part o f  the group. Managers and supervisors who provide 
their subordinates with the means, ability and authority, help them feel empowered. 
Essentially interactions with members o f  work groups and other organisational members 
and leaders and acceptance within these social networks, provide cues and stimuli to 
either enhance or inhibit the feelings o f  empowerment.
Robbins et al. (2002) postulate that the empowerment process is best represented by an 
expanded focus that also incorporates both environment and individual level elements. 
They, unlike Koberg et al. (1999), make a distinction between the local work 
environment and the organisational/environmental variables. In their model, 
psychological empowerment is determined by the organisational context, which informs 
the local work environment (see Figure 2.2 below). Individual differences interact with 
organisational and local work environment factors to form “ intervening perceptions” , 
which ultimately determine the psychological empowerment o f  employees.
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Figure 2. 2: The empowerment Process
Source: (Robbins et al 2002)
One o f  the assumptions o f  the Thomas and Velthouse (1990) conceptualisation o f 
psychological empowerment is that “ it is an interpretative process workers use to arrive at 
the task assessment” . It is argued that workers interpret elements o f  the work 
environment as either adding or inhibiting these task assessments.
The environment has long been recognised as a potent source o f  influence on human 
behaviour (Pritchard and Karasick 1973), and is considered to have a very important 
impact on an individual’ s motivations, satisfaction and task performances (Newman 
1977). The organisational environment can be viewed in terms o f  constraints or 
opportunities for individual cognitions and behaviour, (Spreitzer, 1996) and therefore 
individuals must perceive their environment to be liberating rather than constraining to 
feel empowered. Whether an individual employee feels empowered or not depends on a 
host o f  factors including the actual behaviour o f  the manager, the presence o f  other 
environmental conditions and individual differences (Menon, 2001). Spreitzer (1995,
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p.606), sees empowerment as a generative mechanism through which perceptions o f  the 
socio-cultural context (independent variable) is able to influence individual behaviour 
(dependent behaviour). Employees in their day to day behaviours and interactions 
between themselves and elements o f  their work environments form mental pictures o f  
what is permissible behaviour and what is not. These mental abstractions and their 
associated behaviour are in turn interpreted as being empowered or not and which 
empowered behaviours are to be tolerated within certain boundaries.
If an organisation wants all the benefits o f  empowerment, “ it needs to provide an 
environment that will help create all the components o f empowerment” (Siegal.1 and 
Gardner 2000). The organisational process in which the empowered work and the 
management o f  these processes become crucial factors in the development o f  personal 
efficacy and empowerment. “ In order for one to act empowered, one needs to perceive 
that s/he is empowered and that perception is influenced by organisational context” 
(Siegall and Gardner 2000). When individuals are able to control events and situations 
and deal effectively with the environments and situations they encounter, they perceive 
themselves as having power.
It can also be seen that the environmental factors suggested by Robbins et ai. (2002), are 
wider in scope than those o f  Koberg et al. (1999). This is a common phenomenon in the 
literature on organizational and psychological climate, and is treated in more detail in the 
next chapter.
Dobbs (1993) identifies the four conditions necessary for empowerment as participation, 
innovation, access to information and accountability, but adds that these are insufficient 
without the right kind o f  leadership. “ Empowerment exists when companies implement 
practices that distribute power, information, knowledge and rewards, throughout the 
organisation” (Bowen and Lawler 1995; P. 73). They go on to note that many 
empowerment programmes fail when they focus on power without also distributing 
information, knowledge and rewards.
Quinn and Spreitzer (1997), suggest that the organisational characteristics that facilitate 
employee empowerment include,
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• A clear vision and challenge (communication)
• Openness and teamwork
• Discipline and control (role ambiguity)
• A sense o f security (support, trust and rewards).
Spreitzer. (1996) looking at the socio-structural characteristics o f  psychological 
empowerment identifies role ambiguity, span o f  control, socio-political support, access to 
information and a participative climate as factors associated with managerial cognitions 
o f  empowerment.
The present research concentrates on the environmental factors (in particular the work 
environment/climate) that influence feelings o f  empowerment and explores the direct 
relationship suggested by Koberg et al. (1999). Spreitzer (1996) makes the point that 
people perceive their environment and are influenced by their perceptions rather than by 
some objective reality. The above discussion does not provide an exhaustive and 
conclusive list o f  work environment or climate antecedents. It does, however provide 
signals as to the kind o f  elements that influence psychological empowerment. Even at this 
stage, it would be realized that the two models don’t seem to agree on the type and 
number o f  environmental antecedents. This is a common feature o f 
organizational/work/individual environments/climates. The issue is discussed in further 
detail in the next chapter.
2.5: EMPOWERMENT AND EMPOWEREED SERVICE BEHAVIOUR
Quality plays a key role in a firm’ s ability to compete effectively. Businesses with 
reputations for high quality service tend to have lower staff turnover, higher levels o f  
repeat business and more new business than those with low quality.
Unlike physical products, the quality o f  many services can not be controlled to the same 
extent before the service reaches the potential customer because o f  the high level o f  
human involvement in service delivery (Boshoff and Allen, 2000). Customers must be 
present for the service to be performed and this high degree o f personal interaction makes 
for occasional service failures. Frontline staff are not only crucial in the recovery effort 
but also the speedy resolution o f  failures (an important consideration for customers). The
33
quality o f  service delivery is more likely to be heterogeneous across service encounters. 
Service employees therefore, must be adaptive in responding to the needs o f  consumers. 
According to Chandon et al (1997) the service encounter experience for employees 
follows a four step sequence; perception o f  consumer expectation, translation o f  
perceptions into service proposal, service delivery and communication to consumers o f  
the service. The implication for service employees is that unlike their colleagues in 
manufacturing, they have to wait for information provided by the customer for production 
and delivery. This input can and may be different for every potential customer and even 
for the same customer, it can be different for each visit and introduces some amount o f  
uncertainty into the service process. The level o f  uncertainty can vary depending on the 
diversity o f  customer demand and the level o f  customer participation in the production o f 
the service (Siehl et al. 1992).
The response to this potential heterogeneity can be to engineer the service delivery 
process to either limit the amount o f  input from the customer or increase the amount o f  
input from the customer (customer participation in the production o f  the service). While 
the former sees input from the customer as a source o f  potential conflict, inefficiency and 
a hindrance to the smooth delivery o f  a uniform high standard o f  service, the latter sees 
the customer as a source o f  diversity that can be utilized to emphasize the individuality o f 
customers and offer a more diverse and customized product (Desmet et al. 2003) and a 
point o f  differentiation between them and their competitors.
Kelly et al. (1996) posit that the service delivery process can be described based on its 
complexity and divergence. Complexity is the number and intricacy o f  steps required to 
perform a service, divergence is the amount o f  discretion inherent in service delivery 
task. Managing and controlling this complexity and the discretionary behaviour 
associated with it in service delivery situations is a challenge faced by many managers o f  
service firms when designing their service delivery blueprints for their organizations. 
There is therefore a spectrum o f  service delivery options from a tightly scripted scenario 
where the customer has no say in the “ manufacture”  o f  the product (control and no 
customer participation), to the situation where the customer has the option to put together 
the individual ingredients o f  the product and how it is delivered (involvement and
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customer participation). The control and involvement (production line and empowerment 
approaches) differ in four key features.
• The amount o f  information about organisational performance made available to 
employees in lower hierarchy
• Rewards are based on organisational performance
• Knowledge that enables employees to understand and contribute to organisational 
performance
• The power to make decisions that influence work procedures and organisational 
direction. (Bowen and Lawler 1992, pp 35 -  36).
Kelly et al. (1996) note that managers have to make a strategic decision as to whether to 
adopt a standardised or customised service orientation as a business strategy. 
Standardization hopefully leads to reduced costs, improved productivity, and increased 
reliability and uniform service quality. Customisation on the other hand, makes 
management and control o f  greater flexibility difficult, but in-turn gives individually 
targeted service productivity and opportunities for premium pricing strategies and 
product differentiation and competitive advantage.
Bowen and Lawler (1992, pp. 33 -  34 and 1995) suggest that service employees should 
be empowered because this,
1. leads to quicker on-line response to customer needs during service delivery
2. leads to quicker on-line response to dissatisfied customers during service recovery
3. makes employees feel better about their jobs and themselves
4. enables employees to interact with customers with more warmth and enthusiasm
5. can be a great source o f  service ideas for empowered employees
6. can create great word o f  mouth advertising and customer retention and
7. delights customers by exceeding their expectations.
I-Iancer and George (2003) suggest that employee empowerment is one o f  the key 
components for providing better customer service in the hospitality industry as it helps
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employees find quick solutions for customer problems and therefore increase overall 
effectiveness.
Empowerment does come with many benefits but along with this are some costs. The 
disadvantages associated with empowerment include hidden costs such as extra 
recruitment and training costs, reduced use o f  part-time and casual staff, inconsistency 
and different interpretations o f  customer needs by individual staff members (Lashley and 
McGoldrick 1994).
Allowing employees more task discretion enables customer needs to be met quickly 
without recourse to bureaucratic procedures, this however has implications for the 
standardisation o f  the product being sold or bought (brand) and how the mix o f  tangible 
and intangible aspects are delivered by the different employees. There is also the 
possibility o f frontline staff being accused o f  bias and discrimination in the exercise o f  
discretionary behaviour by customers. Commitment may be gained but there is the 
likelihood o f  losing control o f  finance, labour performance etc (Lashley and McGoldrick 
1994). In addition, the commitment o f  senior management may be compromised through 
role changes, perceived loss o f  status, role definitions and their career aspirations being 
threatened (Lashley and McGoldrick 1994).
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Table 2. 3: Pros and Cons of Empowerment
PROS CONS
ORGANISATION
1. Strategic guidance from the level 
o f  the work unit
2. Strategic implementation at the 
level o f  the work unit
3. Increased work efficiency
4. Increased customer focus at the 
line level
5. Increased emphasis on problem 
solving and prevention
6. Increased respect and trust among 
work units
7. Improved cross-functional 
coordination
ORGANISATION
1. Requires significant effort to 
implement the needed 
organisational changes
2. Requires substantial investment in 
training which may or may not 
pay o ff
3. Requires the organisation to 
develop and delineate new power 
bases for management and 
employees alike
EMPLOYEES
1. Improved motivation
2. Increased personal strengths
3. Increased personal power and 
sense o f  self-efficacy
4. Increased abilities to achieve full 
personal potential
EMPLOYEES
1. Fear o f  loss o f  control
2. Changed balance o f  power in the 
manager/employees relationship
3. Downsizing through the 
elimination o f  middle 
management positions
Dramatic change from the familiar 
compliance model o f  management
Source: (Klagge 1998 p. 550)
Managers o f  service firms have viewed empowerment as a means o f  gaining competitive 
advantage, by enthusing their employees to take responsibility for the service and thus 
improve service quality (Farrell 2000). Lee and Koh (2001) also note that empowerment 
has spread as global competition requires employee initiative and innovation.
Barbee and Bott (1991), suggest that gaining competitive advantage through improved 
service quality has been the key attraction o f  employee empowerment in services. Bowen 
and Lawler (1995, pp. 77) note that “ Competitive advantage in the service industry comes 
from developing capabilities and competencies that are not easily duplicated and provide 
superior value to the customer” . The practice o f  new product development and/or price 
manipulation and customer loyalty schemes have proved to be easily replicated by 
competitors. The easy replication o f  these quality differentiating initiatives do not
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encourage research and innovation, as any gains in competitive advantage are short lived. 
Training and equipping staff to think, feel and act empowered is harder to copy and 
achieve. Though this can be done by poaching staff, some o f  the anticipated benefits o f  
empowerment are satisfied staff and low labour turn-over and consequently the difficulty 
in poaching such staff. So employee empowerment can be a cost effective way o f  
differentiating between competitors and keeping dedicated and experienced staff in a 
volatile labour market.
The issue then becomes what exactly is expected from “ empowered” employees or how 
is an “empowered” employee expected to behave. Peccei and Rosentahl (2001, p. 837) 
identify and define a trait they call Customer Oriented Behaviour (COBEH). This is the 
“ extent to which employees engage in continuous improvement and exert effort on the 
job  on behalf o f  customers” . This definition is adopted and so far as the said behaviour is 
motivated and energised by an empowered state o f  mind, it is called empowered service 
behaviour.
Irrespective o f  the service delivery option chosen, service failures can and do occur, and 
the kind o f  response from service delivery staff is critical to the success o f  the service 
encounter and recovery efforts. When failures do occur, despite the best efforts o f 
employees, empowerment gives employees the ability/chance to speedily resolve the 
issue and in trying to do so, empathise with the customer and show a genuine willingness 
to help. The inability o f  frontline staff to rectify mistakes, “ bend” the rules with/without 
recourse to “ higher authority” , portrays a picture o f  a service provider who is either 
unfeeling or does not appreciate individuality or both. The lack o f  appropriate response 
to an act o f  service failure rather than the initial failure itself is often the cause o f 
dissatisfaction and inappropriate responses reinforce negative consumer reactions. Jong 
and Ruyter (2004, pp. 459) argue that due to “ the atypical, complex, and disturbing 
nature o f  service recovery problems, employees need to show flexibility in their contact 
with customers” . Gronroos (1994) notes that a distinct service culture is needed that tells 
employees how to respond to new, unforeseen and awkward situations, while Ghillyer 
and Lockwood (1995) indicate that there is the need for an environment in which
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employees feel “empowered” enough to move beyond the script to satisfy the customer’s 
needs. From this, a number o f  behavioral traits can be discerned. Empowered service 
employees should be more able to resolve customer complaints than their colleagues, 
with out necessarily or always having to refer to higher authority. In addition they should 
be flexible in their behaviours, ready to adjust to work actions to satisfy customers. To 
feel empowered therefore, staff /employees must be able to change and modify their 
normal work patterns/actions (self-determination) to deliver what is expected by the 
customer, or prevent potential service mishaps or correct them when they do occur.
According to Lockwood and Ghillyer (1996) the service encounter is not just any other 
human interaction, but a real-time interaction needing contingency measures. 
Empowerment is thought to be necessary because contact employees need the flexibility 
to make on the spot decisions to satisfy customers Hartline and Ferrell (1996) so that the 
quality initiative is not lost (Lockwood and Ghillyer 1996). Jong and Ruyter (2004, p. 
406) further indicate that empowerment is a requirement for a “ flexible work approach 
and behavioural initiative to make on-the-spot decisions to optimally satisfy customers” . 
Customers according to Berry et al. (1990) use tangibles like responsiveness, assurance 
and empathy as principal dimensions to judge a company’s service. Jong and Ruyter 
(2004, pp. 458) also suggests that in service recovery, “the employees’ ability to adapt to 
the specific problem situation, be proactive in soliciting suggestions from customers, 
detecting and correcting causes o f  service problems and challenging existing routines is 
important” in problem resolution. They also identify the lack o f  staff empowerment as 
one o f  the causes o f  inappropriate responses form service staff. The issue o f flexibility 
and spontaneity o f  employee behaviour towards customers is highlighted again.
Randolph (1995. p. 20), postulates that empowerment is recognising and releasing into 
the organisation the power that people already have in their wealth o f  useful knowledge 
and internal motivation Empowerment should enable the employee to “ do things right 
the first time round” and therefore avoid/minimise possible failures. The idea is to have 
employees who are capable o f  and have the power to respond directly to customers. By 
so doing, service failures would be eliminated or reduced, because things are done right
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the first time round. In addition, frontline staff are a critical source o f  information about 
customers which can be used in one o f  two ways. They can use the information gleaned 
from the customers to facilitate the interaction with the customer or pass on the 
information to the organisation to help in decision making Bitner et al. (1994) and help in 
the continuous improvement o f  the service. The empowered service employee should be 
one who exhibits a tendency to use information gleaned from the interaction with the 
customer, other customers and the immediate service context to satisfy the customers’ 
needs and wants. Empowerment can also lead to improved service delivery if the 
employee, who is at the forefront o f  the service interaction, is allowed to help evolve new 
procedures based on their experiences and feedback from customers. Frontline personnel, 
because o f  their boundary spanning role, often have a better understanding o f customer 
needs and problems than others in the firm (Bitner et al. 1994). Giving service employees 
more power helps them to respond to environmental and situational cues which may arise 
on the spot to satisfy unforeseen demands o f  customers recover from service failures and 
delight customers by exceeding their expectations. Customers who are immediately and 
directly affected by service delivery mistakes, have the opportunity to witness first hand 
whether employees are willing and able to correct them (Bowen and Lawler 1995). The 
empowered employee should therefore be able to think up creative solutions and ways to 
enhance the service being offered the customer
Empowerment can be seen as a method o f  “developing an environment where customer’ s 
needs are addressed and satisfied as quickly as possible at the point o f  customer contact” 
(Cook and Macauly 1997, p.54). Empowered employees, according to Barbee and Bott 
(1991) are willing take responsibility for the service encounter, they respond more 
quickly to customer needs, complaints and changes in customer states. Empowered 
employees exercise discretion in their dealings with guests, take initiative, improvise and 
“bend rules” when necessary to satisfy customers, take action in resolving work related 
problems and customer complaints and if necessary in situations o f  service failures, make 
financial concessions to pacify and satisfy customers (Klidas 2001).
The empowered employee is therefore one who can generate good and creative ideas and 
adjust work actions to satisfy customers. They resolve customer complaints immediately
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without necessary having to refer them superiors and are guided by customer needs and 
desire in their actions.
2.6: SUMMARY
The chapter identified different uses and forms o f  empowerment. Two different 
perspectives in dealing with the empowerment o f  employees (relational and 
psychological) are also identified, and the psychological approach chosen as the focus o f  
the present study. Psychological empowerment was defined as, the psychological state o f  
subordinates perceiving four dimensions o f  meaningfulness, competence, self- 
determination and impact as a result o f  the empowering behaviour o f  the 
supervisor/manager. Antecedents to psychological empowerment such as individual and 
environmental factors and outcomes (empowered behaviour) were also examined. It also 
tries to establish what would constitute an empowered service behavioural trait.
The next chapter (three) looks at the psychological climate.
CHAPTER THREE: PSYCHOLOGICAL CLIMATE
3.0: INTRODUCTION
This chapter concentrates on the psychological climate. The debate over the construct o f  
organisational climate scales; definition, level/unit o f  analysis and the assumptions are 
discussed. The arguments for and against general climate scales versus criterion oriented 
scales are discussed and the latter option is chosen. Following from this, the various 
climate scales and antecedents o f  psychological empowerment are examined and 
psychological climate that is empowerment oriented and can be used in a service setting, 
is fashioned.
3.1: CLIMATE
Climate can be defined as the “ shared perceptions o f  employees concerning the practices, 
procedures, and kinds o f  behaviour that get rewarded and supported in a particular 
setting”  (Schneider et al. 1998 p. 151). Schneider (1990) further states that it is the 
meaningful interpretations o f  a work environment by the people in it. Climates are 
expected to be widely shared within organisational units subjected to the same policies, 
practices and procedures (Schneider 1990). The reason being that the stimuli being 
described by members are the same or nearly so and, individual differences are likely to 
be low within a work group. A homogenous group o f  people perceiving the same stimuli 
should agree on the meaning/perceptions o f  those stimuli. The shared climate perceptions 
according to Koys and DeCotiis (1991) are descriptive rather than evaluative and tend to 
be stable over time. It is neither what the work environment is nor how people respond to 
it. Rather, climate is a perceptual medium through which the effects o f  the environment 
on attitudes and behaviour pass (Schneider 1990). Organizational members therefore 
become the best source o f  any information on climate, as it is owned by the members and 
non members would see and describe it differently.
3.2: EVOLUTION OF CLIMATES
Schneider and Reichers (1983) identify three ways through which climate in 
organizations evolve. These are the Structural Approach (objectivism) and the Selection,
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Attraction Attrition Approach (subjectivism) which lie on the two extreme ends o f  a 
continuum and the Social Behaviourism or Symbolic Interactionist Approach which lies 
in the middle and is a blend o f  the first two approaches. This is a reflection o f  the 
classical debate in geography over the role o f  the geographical environment in the 
development and activities o f  man. In this case, there are also three dominant schools o f  
thought.
1. Crude determinism; the school o f  thought which is o f  the view that the environment 
determines the development and activities o f man and therefore man’ s activities are pre­
determined. Man, according to this philosophy, has little or no input in the interpretation 
o f  the environment and the options available to him are pre-detennined and fixed,
2. Possibilism; the view that the environment offers man several possible alternative 
activities depending on man’s ingenuity and level o f  technological development. Even 
though at any point in time Man has finite options, this can be expanded with technology 
and development and with this come new interpretations o f  what the environment means 
and is, and
3. Nihilism; which sees the environment as having little no control and influence over 
man’s activities and development. Man is the “ master o f  all” and irrespective o f  what is 
available in the environment, he can interpret and use it as he wants. He puts any 
meaning he sees fit to what he sees with no input from the environment.
3.2.1: STRUCTURAL APPROACH
According to the structural approach advanced by Payne and Pugh (1976) climates 
develop from the objective aspects o f  the work context. These are organisational size, the 
centrality or decentrality o f  decision making authority and the structures o f  the 
organisation. This approach assumes that similar contexts and situations give rise to 
similar perceptions among organisational members. Even though this approach 
acknowledges the influence o f  the individual’s own personality, much more emphasis is 
put on the objective nature o f  structure. It places the meaning that individuals attach to 
events, practices and procedures, primarily within the events themselves. It is therefore to 
be expected that members o f  the same work unit, department and organization as a whole 
would have similar perceptions o f  the climate within the department/work
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unit/organisation. Elements o f the environment constrain the interpretation o f  man and as 
such there is a general consensus as to what the elements o f  the environment mean. The 
role o f  the individual in the interpretation o f  events is therefore very minimal.
Schneider and Reichers (1983), critique this approach, noting that it lacks 
empirical support for the relationship between structural elements and climate. In 
addition, it fails to account for the occurrence o f  different climates across groups within 
the same organisation, even though they are subject to the same structural influences 
/environmental stimuli. From this perspective, it would be expected that employees in 
different departments/units, with different genders and socio-demographic backgrounds 
would all perceive elements o f  their work environment in the same way. However, there 
are numerous empirical studies that have found evidence to the contrary.
3.2.2: SELECTION ATTRACTION ATTRITION APPROACH
The selection attraction attrition (SAA) approach, argues that organisational and 
individual processes combine to produce relatively homogenous memberships in 
organisations. This approach places the meaning o f  events and climates within the 
individual. The “objective” attributes o f  the environment play a minimal role in the 
interpretations given by man and therefore there are possibly as many different 
interpretations as there are people. The SAA approach indicates that in as much as 
organisations try through their recruitment processes to select and attract individuals that 
fit organisational goals, objectives, aspirations etc, so also are individuals attracted to 
organisations that suit their personalities. Through a process o f  hiring, firing and re­
advertising/rehiring o f  employees, and employees leaving o f  their own accord for other 
organisations, a closer fit between individuals left in the organisation and the organisation 
evolves. As a result o f  this process, there is a reduction in individual differences, an 
increase in homogeneity among organisational members resulting in a group o f  people 
with similar views hopes, aspirations and points o f  view. This homogeneity in groups 
leads to members interpreting events and stimuli in the same way and therefore members 
having similar perceptions/meaning o f  events. The climate as perceived by individuals in 
such an organisation is therefore the same.
44
A weakness o f  this approach is its inability to explain differences in climate within 
groups in an organization, which is a contradiction to the homogeneity that is supposed to 
exist. In fact empirical evidence suggests that contrary to the homogeneity in climate 
expected within an organization, there are many climates in organizations. Ones level in 
an organization influences one’s perception o f  the climate. Pelton et al. (1994) note that 
it is likely that multiple psychological climates exist within the same organisation 
because perceptual distinctions exist between members at different levels o f  professional 
achievement. Brown and Leigh (1996 p. 359) further suggest that “variations in employee 
perceptions o f the organisation environment exist, even among employees who report to 
the same manager” .
3.2.3: SOCIAL BEHAVIOURISM APPROACH
The third approach, Social Behaviourism, postulates that the social context o f  behaviour 
can explain identity and meaning. Organisational members and the environment are 
supposed to mutually determine each other. The meanings o f  events arise from the 
interactions among people, and the actions o f  others act to define an event, practice or 
procedure for the focal person. It is suggested that social interactions in the workplace 
helps individuals develop similar perceptions and meaning o f  that context. Since the level 
o f  social interaction would be different for different workgroups, members within 
workgroups can develop meanings different from other workgroups in the same 
organisation. The interaction between people becomes the locus o f  meaning and this 
develops over time as membership o f  the group changes. It is no longer the selection 
process, the kind o f person employed or the “ reality”  o f  the environment that determines 
the climate. Rather the kind o f  interaction that exists between the employees and the 
elements o f  the environment that results in a shared understanding, meaning and 
perception o f  the climate. Therefore, within the same department/work unit, people will 
over time develop meanings/perceptions o f  elements o f  the environment based on the 
interactions between members and their interactions with the environment. It is therefore 
feasible for employees within the same department/work unit but working different shifts, 
to evolve different meanings o f  their work environment as a result o f  the different levels 
o f  interactions between members o f  the different shift groups. It should also be possible 
for supervisors and the' supervised to have different perceptions and fulltime employees
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differ from part time employees in  their perceptions o f the work environment. T h is  is 
c learly demonstrated in the follow ing studies.
1. Newm an (19 75 ) found significant variance in  perceptions o f work environments 
accounted for by age, sex, education and position, a scenario supported by G avin  
(1975).
2. Schneider and Snyder (19 75 ) also found perceptions o f work environments to be 
influenced by position variables.
3. Jones and James (1979 ) established the influence o f age, education and position 
on some climate dimensions.
4. Joyce and Slocum  (1984) follow  the same trend, finding that climate was 
significantly influenced by work experience and age, and
5. M oussavi et al (1990) also noting that position variables influence climate 
perceptions.
Therefore, w hile it is possible for organizational members to develop and have a shared 
perception o f their w ork environment, it is equally possible for subsets o f the 
organization to evolve different perceptions. A  phenomenon that can be explained by the 
different interaction patterns in the different groups. O f  the three perspectives, and taking 
into account the prevalence o f previous studies that have shown employees w ithin the 
same organization to have different perceptions o f work environment variables, the 
Social Behavioral Approach is the preferred option to explain the formation o f climates. 
T h is  is because it best explains and captures the possib ility o f perceptual differences and 
sim ilarity  w ithin the same organization or department w ithin an organization.
3.3: PYSCHOLOGICAL CLIMATE: AN INDIVIDUAL LEVEL CONSTRUCT
Clim ate is to be seen as a function o f nature and serves as a basis for interpretation as a 
guide to action. The literature identifies two kinds o f climate, individual and 
organizational/collective. The term organisational climate has been loosely used to refer 
to a broad group o f organisational and perceptual variables that reflect individual and 
organisation interactions.
The lack o f systematic knowledge about the impact o f organised w ork environments on 
employees can be traced to conceptual issues such as, “What is the object o f analysis, unit
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o f analysis, the appropriate level o f abstraction, and the distinction between the concept 
and sim ila r or related concepts?” (Newman 19 77 p. 5 21). The conceptual uncertainty 
regarding climate perceptions has been perpetuated by the use o f a variety o f terms 
Psychological climate, Co llective  climate, Organisational climate, Organisational culture, 
when referring to an in d iv id u a l’s perceptions o f their work environment (Parker et al. 
2003). The confusion over the construct and s im ila r ones can be resolved by clearly 
defining ones level o f theory, measurement and analysis (Parker et al. 2003). They 
further indicate that the psychological climate is a property o f the individual and that the 
ind ividual is the appropriate level o f theory and measurement. Co llective  climate, 
Organisational climate and Organisational culture are all group-level constructs that may 
be measured by aggregating psychological climate perceptions.
Organisational climate has been w idely defined as the shared perceptions o f employees 
about a given work environment, as its “personality”, or as the “feel” o f the workplace 
(Hem ingw ay and Sm ith 1999). Pritchard and K a rasick  (19 73) are o f the view  that 
organisational climate can also be referred to as psychological climate and can be defined 
as: The relatively enduring quality o f an organisation’s internal environment, 
distinguishing it from other organisations,
a) w hich results from the behaviour and policies o f members o f the organisation, 
especially top management
b) w hich is perceived by members o f the organisation
c) w hich serves as a basis for interpreting the situation
d) acts as a source o f pressure for directing activity.
Whereas psychological climate is based on an in d iv id u al’s perceptions o f aspects o f the 
work environment, organisational climate represents a shared perception that people 
attach to features o f the work setting. (Carless 2004; Ostroff 1993; Sw ift and Cam pbell
1998). Brow n and Le igh  (1996) also note that it is an individual rather than organisational 
attribute, measured in terms o f perceptions that are psychologically meaningful to the 
individual rather than concrete organisational features.
There has been a long running debate about the unit o f theory in  climate research, (G lic k  
1985). W hile  it is accepted that there is a clear distinction between 
individual/psychological climate, organisational climate and sub-system climate, the 
argument has been whether, m ethodologically, psychological climate can be aggregated 
to become organisational/collective climate and i f  so should the unit o f theory for 
organisational climate be the individual or the group/collective? G lic k  (1985) argues for 
different levels o f theory and therefore a unit o f theory depending on whether inferences 
are to be made about aggregate or individual unit o f theory and warns o f the fallacy o f 
using aggregate units o f analysis to make inferences o f psychological climate. There is 
also the methodological dilem m a o f whether organisational members with sim ilar 
perceptual scores can be aggregated to the collective level, when the individuals may 
belong to different workgroups, departments, or m ay not interact with each other. In 
addition, can there be an organisational climate if  there is not perceptual agreement 
between the individual psychological climate perceptions. Carless (2004) opines that 
organisational climate results from the consensus, agreement and aggregation o f 
ind ividual perceptions o f psychological climate. T h is  is because climate is an individual 
level construct reflecting individual characteristics involved in the process o f perception 
and concept formation (Schneider 1990).
It would seem that there is a need for a methodological distinction between 
ind ividual and collective climates and researchers should endeavour to clearly identify 
the unit o f theory and analysis and reflect it in whatever instrument is to be used in 
collecting data. The wording o f instruments should clearly indicate whether the 
researcher is looking for individual or group level perceptions. It is possible for 
individual employees to differentiate between their own and group perceptions and 
perceive i f  differences exist between the se lf and the group. So researchers should set out 
right from the beginning to specify what they seek to measure and frame their statements 
to exp lic itly  indicate to the respondent that it is personal perceptions that are been sought.
V irtu a lly  all climate scales (global or ind ividual) tend to measured by L ikert scales and it 
is un like ly that all potential respondents would respond to questions, answering all 
questions in the same way. What inevitably occurs as in all perceptual studies is a general
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loading in a particular direction, trend or pattern and therefore an interpretation that the 
individual/m em bers o f the population interpret the elements o f the scale in a particular 
way. There is always the possib ility o f some amount o f deviation or some people in the 
group deviating from the “norm”. The lack o f consensus in climate perception should not 
detract from aggregation and interpretation o f the scales. I f  the premise that levels o f 
interaction can lead to different interpretations o f  climate elements is accepted, and is 
coupled with personality issues, it is plausible for deviations from the mean individual 
perceptions to develop. The same by im plication should be the case with other scales and 
therefore Psychological Empowerment and Empowered Behaviour scales used in the 
study.
3.4: DEFINITONS
James and Sells (19 8 1, p .275) define psychological climate as the “in d iv id u al’s 
cognitive representations o f relatively proxim al situational events, expressed in terms that 
reflect the psychological meaning and significance o f the situation to the ind ividual”. 
Schneider (1990) talks o f psychological climate being
1. m eaningful descriptions o f the w ork environment that serve as a basis for 
interpretation and, therefore, as a guide to behaviour,
2. an individual level construct, w hich can be aggregated at the organisational-unit 
level and
3. a central core o f dim ensions that apply across a variety o f work environments.
It reflects a judgm ent by the individual about the degree to w hich the w ork environment 
is beneficial to their sense o f w ell being (Carless 2004). Y et another definition is that 
psychological climate represents more than mere descriptions o f work environment, and 
that psychological climate, is the “psychologically meaningful description o f  
contingencies and situational influences that are used to apprehend order, predict 
outcomes and gauge the appropriateness o f  behaviour”  (Jones and James 1979, p. 204). 
James et al. (19 77) are o f the opinion that the perceptual-cognitive nature o f 
psychological climate im plies that an in d iv id u a l’s perceptions may not be accurate with 
respect to actual situational conditions nor in agreement with the perception o f others.
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The perceptions so formed, serve as the in d iv id u al’s cognitive map o f how the 
organisation functions and therefore helps determine what is the appropriate behaviour in 
any given situation (K o ys and D e C o tiis  1991 p. 266). W ithin the context o f the current 
study, (Jones and James 1979, pp. 204) definition o f “psychologically meaningful 
description o f  contingencies and situational influences that are used to apprehend order, 
predict outcomes and gauge the appropriateness o f  behaviour” is accepted as the 
working definition o f psychological climate.
3.5: ASSUMPTIONS AND PERSPECTIVES
The assumptions o f psychological climate attributes are that they:
• Refer to the ind ividuals cognitively based descriptions o f a situation
• Involve a psychological processing o f specific perceptions into more abstract 
descriptions o f the psychologically meaningful influences in the situation
• Tend to be most closely related to situational characteristics that have relatively 
direct and immediate ties to individual experiences
• A re m ulti-d im ensional, with a central core o f dimensions that apply across a 
variety o f situations (G lie k  1985; Jones and James 1979; K o ys and D eC o tiis  
19 9 1)
• O ccupy an intervening role (K o ys and D e C o tiis  19 9 1; Strutton et al. 1993; Sw ift 
and Cam pbell 1998)
Burke et al. (2002) identify three basic types o f psychological climates perspectives,
1. social constructionist perspective
2. general psychological climate
3. m ultiple stake holder perspective..
W ithin the social constructionist perspective, “ind ividual perceptions arise prim arily from 
their interactions with each other and their organisational context (Burke et. al 2002 p. 
327). T h is  perspective is largely based on choosing a referent or focus o f interest “climate 
for something” or “facet specific clim ate”. There is a focus on a particular referent and
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the instrument is tailored to the organisation/industry under study. Schneider (1983 p. 2 1 )  
notes that “people in organisations encounter thousands o f events, practices, and 
processes and they perceive these events in related sets”. Therefore there are numerous 
climates in organizations and the need for a “climate for something”. A llu d in g  to 
organisational climate per se without attaching a referent is therefore meaningless. The 
psychological climate from the Social Constructionist perspective would therefore be 
industry/organization. specific and refer more closely to a particular or set o f 
practices/policies in the organization.
The general psychological climate perspective emphasizes personal values (clarity, 
responsibility, support and friendly social relations) in the appraisal o f work environment 
attributes (Burke at al. 2002, pp. 328). Instruments measure core generalisable factors 
and ind ividual work environment perceptions can be summarized in terms o f a single 
score. T h is  perspective holds that there are a set o f psychological climate dimensions that 
would apply across all organizations. W h ile  this may apply in certain situations, it is 
lik e ly  that some w ork environment situations m ay be more related to certain practices and 
behaviours and the approach o f a core o f dim ensions applicable to all organizational 
situations, sacrifices this unique perspective. The result is a set o f core elements used 
across all climate studies and situations where key/significant climate elements unique to 
specific aspects o f the work environment and/or organization are lost because they are not 
part o f the “core”.
The m ultiple stakeholder perspective, according to Burke at al. (2002) advocate that in 
addition to personal values, values espoused by the organisation towards key stakeholder 
groups are lik e ly  to engender additional schemas for m aking sense o f ones’ work 
environment (p. 329). Individuals cognitively appraise their work environment with 
respect to the impact o f w ork environment characteristics on personal well being in  
addition to the w ell being o f each o f the other relevant stakeholder groups.
L ik e  the general psychological climate perspective, the M ultiple Stakeholder perspective 
advocates the use o f core, generalisable dimensions for assessing the cognitive appraisal
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o f personal wellbeing. How ever unlike the Social Constructionist perspective, which 
advocates subject/context referent scales, the M ultiple Stakeholder perspective places 
greater emphasis on the use o f stakeholder specific dimensions. T h is  permits individuals 
cognitive appraisal o f the w ellbeing o f the other relevant stakeholder groups, but can be 
linked to a referent item or idea. The M ultiple Stakeholder perspective suggests that 
climate surveys m ay be enhanced by including “dimensions and items that ask the 
individual to rate how work environment attributes impact the w ellbeing o f each o f the 
important stakeholder groups” (Burke et al. 2002 p. 3 3 1). A  m ajor distinction between 
the psychological climate and collective climates is the locus o f meaning (the individual 
as opposed to the group). W ith the m ultiple stakeholder perspective, the line between the 
individual and group is not only crossed, but other groups such as stakeholders who may 
be external to the organization may potentially be included in the conceptualization.
The general psychological climate perspective is “general” and restrictive, sacrificing 
specificity, allow ing for uniform ity and cross comparisons between studies. The multiple 
stakeholder perspective is potentially open to a large and complex set o f stakeholder 
perspectives, in addition to the referent core environmental attributes, therefore 
sacrificing parsimony. The social constructionist perspective, on the other hand, allows 
for a focus on the elements specific to the issue under study and allows potentially, the 
m ajor elements at play in  each study to be identified. T h is  option is therefore chosen to 
guide in the formulation o f a psychological climate that would enhance psychological 
empowerment.
3.6: DIMENSIONS
There appears to be little agreement on the dim ensionality and measurement o f 
the climate construct (C la rk  2002; K o ys and D e C o tiis  19 9 1; Parker et al. 2003). T h is  is 
not surprising and evolves from the debate over whether there should be a core set o f 
dim ensions that applies to all climates irrespective o f organisation and focus o f study 
and/or that dimensions should typ ica lly  reflect the core issue under study.
Parker et al. (2003 pp. 392) observe that though there is a generally agreed definition o f 
psychological climate there is little agreement as to the specific dim ensions that comprise
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the construct. T h ey further indicate that employee perceptions o f virtu ally  every aspect o f 
their w ork environment including characteristics o f their jobs, physical environment, 
supervision, top management, and co workers have been included in psychological 
climate research.
Clim ate has typ ica lly  been seen as one global concept as opposed to Schneider’s 
(1990) view  o f a climate for a specific context. However, there is a grow ing acceptance 
that m ultiple climates may exist in an organization, and the same organisation m ay have 
different climates for different aspects o f the organisation, say customer service and/or 
safety. H ellriegel and Slocum  (19 74 ) contend that there are potentially as m any climates 
as there are people in  an organisation.
New m an (19 77) is o f the opinion that different positions are subjected to different 
experiences and positional differences are more important than personal characteristics in 
the development o f an in d iv id u a l’s perception/cognitive map o f the organisational 
situation. The theoretical framework underlying the development o f the Perceived W ork 
Environm ent (P W E ) is the assumption that behaviour is a function o f a person and that 
person’s environment (Sulim an 2000). The P W E  instrument is designed to assess a 
person’s perceptions o f the w ork environment. The perceptions are theoretically non- 
evaluative. It is what people see in their environment and not an evaluation o f what is 
good or bad in  their w ork environment (Newman 1977).
Jones and James (1979 ) note that not all situational characteristics are equally represented 
in the in d iv id u a l’s perceptions o f work environment. They also make the point that 
processes have a stronger lin k  with climate perceptions o f a w ork environment than 
structures, hence the need for situational characteristics to be related to the issue under 
study. T h is  ties in  w ell with Schneider’s assertion that climate research should have a 
focal variable w hich informs the dimensions o f the climate to be selected.
A n  assumption that runs through the various studies on clim ate has been that a 
large, varied group o f social environment factors can be characterised by a limited 
number o f dimensions. T h is  is reflected in the different scales available to capture and 
measure the climate construct. Below  is a selection o f some o f the most frequently used 
scales.
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Pritchard and K a ra sick  (19 73 ) were o f the view  that the psychological environment o f an 
organisation is tremendously com plex and cannot be adequately explained by six  or 
seven dimensions. Th ey used a form o f Q Sort methodology to develop a questionnaire o f 
twenty two a priori dimensions. These were reduced to a set o f eleven scales based on:
1. expected stability and clarity
2. theoretical relevance
3. importance in the light o f past research.
The eleven dim ensions were autonomy, conflict versus cooperation, social relations, 
structure, level o f rewards, performance-rewards dependency, motivation to achieve, 
status polarization, fle x ib ility  and innovation, decision centralisation and supportiveness.
Hem ingw ay and Sm ith (1999) sampled nurses from four hospitals in  Ontario, Canada. 
Th ey used the W ork Environm ent Scale (W E S ) with the follow ing dimensions: 
autonomy, work pressure, supervisor support and peer cohesion.
Newman's (19 77) perceived work environment (P W E ) scale, had the follow ing ten 
dim ensions
• Supervisory Style: The extent to w hich the supervisor is open, supportive, 
considerate
• T ask  Characteristics: The extent to w hich the jobs/tasks are characterised by 
variety, challenge, worthwhile accomplishment
• Performance-Reward Relationships: The extent to which rewards such as 
promotions and salary increases are based on performance rather than on other 
considerations such as favouritism
• Co -W o rke r Relations: the extent to w hich co-workers are trusting, supporting, 
friendly and cooperative
• Em ployee W ork M otivation: The extent to w hich employees show concern for the 
quality o f their work, try to get ahead, are involved in their w ork etc.
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• Equipm ent and Arrangement o f People and Equipment: The extent to which the 
equipment and the arrangement o f people and equipment allows for efficient and 
effective work operations
• Em ployee Competence: The extent to which employees have appropriate 
background, training and “know how” to do what is expected o f them
• D ecision M aking P o licy: The extent to w hich employees take part in decisions 
that affect their work situation
• Pressure to Produce: The extent to w hich there are pressures to produce
• Job Responsibility/Im portance: The extent to which employees see responsibility 
as part o f their jo b  and the work as necessary to the successful operation o f the 
organisation.
James and Sells (19 8 1) on the other hand, have the follow ing dim ensions in their 
psychological climate instrument.
• Characteristics o f Role: The degree employees perceive the role demands to be 
ambiguous, conflicting, overloaded etc.
• Characteristics o f Job: The degree to w hich employees perceive their jobs to be 
autonomous, challenging, important, varied etc.
• Characteristics o f Leader Behaviour: The degree to w hich employees perceive
their leaders to be supporting, facilitating work, trustful, being influenced by the
employee, etc.
• Characteristics o f W ork Group: The degree to w hich employees in work groups
cooperate with each other, are friendly, trusting, have a mutual lik in g  for each
other, show pride in their group, etc.
• Characteristics o f Subsystem and Organisation: The degree to w hich employees 
perceive their organisation to be open, fair, objective, have opportunities for 
growth, com m unicative on matters concerning policies, procedures and 
employees, etc.
T h ey tested and renamed the five identified dimensions o f psychological climate using 
different samples in vo lving  N a v y  Personnel, Production-line W orkers, Supervisory and
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Management Personnel, Fire-fighters, Systems Analysts and Computer Programmers and 
claim  these can be generalised across the w ork settings above. The dim ensions are;
• C o n flict and am biguity
• Job challenge, importance and variety
• Leadership facilitation and support
• W ork-group co-operation, friendliness and warmth, and
• Organisational concern and identification
K o ys and D e C o tiis  (19 9 1) identify over eighty separately labeled dim ensions o f the 
construct, but argue for a core o f climate dimensions that should cut across all 
organisational settings and levels. Based on a researchers specific area o f interest, a 
subset o f these core dimensions salient to the issue under study are then chosen. Th eir 
scale had the follow ing dimensions;
® Autonom y: The perception o f self-determination with respect to w ork procedures, 
goal, and priorities.
• Cohesion: The perception o f togetherness or sharing w ithin the organisation 
setting, including the w illingness o f members to provide material aid.
• Trust: The perception o f freedom to communicate openly with members at higher 
organisational levels about sensitive or personal issues with the expectation that 
the integrity o f such communications w ill not be violated.
• Pressure: The perception o f time demands with respect to task completion and 
performance standards.
• Support: The perception o f the tolerance o f member behaviour by superiors, 
including the w illingness to let members learn from their mistakes with out fear o f 
reprisal.
• Recognition: The perception that member contributions to the organisation are 
acknowledged
• Fairness: The perception that organisational practices are equitable and non- 
arbitrary or capricious.
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• Innovation: The perception that change and creativity are encouraged, including 
risk-taking into new areas or areas where the member has little or no prior 
experience.
It becomes clear from the dim ensions listed above that, there is a lack o f agreement as to
• the number o f dim ensions that make up the psychological climate construct, and
• the names/titles and scope o f definitions o f these dimensions.
For example, w hile Newm an (19 77) labels one o f the dimensions “co-w orker relations”, 
James and Sells (19 8 1) name theirs “characteristics o f work group” and K o ys and 
D e C o tiis  (19 9 1) choose to use the term “cohesion” for essentially the same thing. In 
another vein, Newm an (19 77 ) uses “supervisory style”, James and Sells (19 8 1), prefer 
“characteristics o f leader” and K o ys and D e C o tiis  (19 9 1) use “support” for essentially the 
same dimension. In addition, w hile Newm an (19 77) has “performance-reward 
relationships” K o ys and D e C o tiis  (19 9 1) choose to separate this into “recognition” and 
fairness”. These among others, have contributed to the debate and controversy over what 
constitutes the dimensions o f the psychological climate construct.
There is also the school o f thought that sees organization/psychological climates as being 
situation/criterion specific. Schneider (19 75 ) sees organisations as being made up o f 
subunits and work units each o f w hich is lik e ly  to have its own climate and therefore the 
need to talk o f climate w ithin a specific context. Hackm an and O ldm an (19 75 ) also opine 
that any measuring device is based on some underlying theory o f “what is important” 
regarding the phenomenon under consideration. T h is  is not d issim ilar to K o ys and 
D eC o tiis  suggestion that a subset o f core dimensions salient to the study be chosen. 
Schneider (19 75 ) argues for climate dimensions to have a specific focus and not to assess 
an overall climate, this is echoed by Jones and James (1979) call for dimensions o f 
climate to be context driven (criterion oriented), by noting that
1. organizations can have different climates w ithin subunits and work groups and 
across the units/groups for say innovation, creativity, and
2. all climate dimensions are not equally represented in d iv id u al’s perception o f a 
work environment.
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Schneider's (1990) work serves as a pointer, starting with five common dimensions o f 
climate;
• Goal emphasis,
• Means emphasis,
• Reward orientation,
• T a sk  support, and
• Socio-econom ic support.
Schneider then follows his argument for criterion oriented scales and develops the 
climate for service scales, made up o f the follow ing six  dimensions;
• W ork facilitation: made up o f items on leadership, Participation, Computer 
Support and Train ing.
• Interdepartmental Service: Internal marketing (how well units in a firm  serve each 
other)
• Global Service Clim ate: A  sum m ary measure o f the organisation’s climate o f 
service
• Customer Orientation: The degree' to w hich the organisation emphasises multiple 
ways to meet customer needs and expectations for service quality.
• M anagerial Practices: The degree to w hich immediate managers support and 
reward employee actions to deliver quality service
• Customer Feedback: The degree to w hich feedback is solicited from customers 
and made use o f to im prove service quality.
Scnheider et al. (2002, p .222) define the climate for service as “the employees shared 
perception o f the policies, practices, and procedures that are rewarded, supported and 
expected concerning customer service”.
The above presents various possibilities as to what to include in a potential psychological 
climate scale. The next stage is to reduce the numerous dimensions to those most lik e ly  to 
be associated with Psychological Empowerment.
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3.6.1: E N V IR O N M E N T A L  A N T E C E D E N T S OF PSY C H O LO G IC A L
E M PO W ER M EN T
It has been argued and generally accepted that there are numerous work 
environment/climate variables that influence different aspects o f em ployees’ perceptions 
o f their work environment and hence certain aspects o f their behaviour. T h is  section tries 
to identify the work environment characteristics w hich have been suggested as being 
salient to em ployees’ psychological empowerment. Koberg et al. (1999) note that feelings 
o f empowerment are not only affected by characteristics o f the individual but also by the 
nature and quality o f group behaviour. Robbins et al. (2002) also opine that there is a 
need for the creation o f a local w ork environment w ithin a broader organisational context 
that provides an opportunity to exercise one’s fu ll range o f authority and power.
The prevailing psychological climate o f an organisation is p rim arily created by the 
actions o f management (Sw ift and Cam pbell 1998). When managers guide instead o f 
control, there is no lim it to what people can accom plish (Berry and et al. 1990). Koberg 
et al. (1999) indicate that managers can enhance the feeling o f empowerment by 
providing employees with the necessary means, ab ility and authority to make decisions. 
Robbins et al. (2002), suggest that the nature o f supervision impacts on employee 
commitment and hence empowerment. The relationship employees have with their 
immediate supervisors appears to be a significant element in the development o f 
empowerment (Sparrowe 1994). The relationship with supervisors and the organisational 
culture have an impact in fostering programs o f empowerment, (Hancer and George 
2003). The support o f managers in the creation o f an empowered climate/environment in 
an organization is therefore a necessity.
Spreitzer (1996) also suggests that social support networks enhance a sense o f personal 
power and interdependence and collaboration facilitates individual empowerment. W hen 
employees work is facilitated, they can devote themselves to meeting the demands o f 
customers and the assistance o f others is key in the chain o f events leading to customer 
perceptions o f service quality (Schneider et al. 1998).
59
Inform ation flow  enhances and facilitates self-efficacy and for ind ividuals to feel 
empowered, they must understand the goals o f their w ork units and how their work 
contributes to those goals (Spreitzer 1996). Schneider et al., (1998) note that good service 
rests on a fundamental support o f the w ay resources, training, managerial practices and 
assistance to perform effectively are provided.
M o vin g  away from the “evangelical c la im s”, the fo llow ing studies make suggestions as 
to the specific psychological climate dim ensions that influence psychological 
empowerment (the criterion under study). T h ey include Spreitzer (1996), Koberg et al. 
(1999), S iegall and Gardner (2000), Robbins et al. (2002) and Seibert et al. (2004). See 
Figures 3.1 and 3.2. for further details
The plethora o f scales available to measure the concept o f psychological climate makes 
the issue o f choice a d ifficu lt one. Sw ift and Cam pbell (1998) note that although there are 
m any scales that capture the psychological clim ate domain, one o f the most frequently 
utilised is that o f K o ys and D e C o tiis  (19 9 1).
T h is  study however, is informed and guided by the caution o f Schnieder for dimensions 
to be context driven, and Jones and James (19 79 ) recommendation that researchers 
interested in  psychological climate should,
1. develop perceptually oriented measures w hich are descriptive in nature
2. address task and role attributes as well as social and interpersonal characteristics 
Jones and James (19 79 , p.202).
The dilem m a for the researcher becomes identifying the criterion oriented dimensions 
related to the issue under study. In  this case, the subset o f the various psychological 
clim ate dim ensions that have been suggested/tested to influence psychological 
empowerment and in a service context. In evolving a psychological clim ate construct for 
the study, the research is informed by the dim ensions that have been shown to influence 
the state o f psychological empowerment.
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To do this, the present study starts with three broad scale categories:
1. Environm ental antecedents o f psychological empowerment
2. General psychological climate scales and
3. Clim ate for service scale.
The subsets o f the three broad groups are then compared for sim ilarities with 
emphasis on dimensions salient to psychological empowerment in a service context. The 
psychological climate dimensions by Newm an (19 9 7), James and Sells (19 8 1) and K o ys 
and Decotiis (19 9 1) are coalesced into one set o f common scales (figure 3 .1). Dim ensions 
suggested by (Spreitzer 1996), (Koberg et al. 1999), (Siegall and Gardner 2000), 
(Robbins 2002) and (Seibert et al. 2004), to be antecedents o f psychological 
empowerment are also coalesced into a new set o f common dimensions.
The two new scales and the Schneider, White, and Paul (1998) climate for service 
scale are then merged to determine the proposed scale (Figure 3 .1)  for the study, made 
up o f the follow ing dim ensions;
1. W ork facilitation; (Schneider 1990 =  .90, Schneider 1992 =  .79)
2. Internal service; (Schneider 1990 =  .97, Schneider 1992 =  not available)
3. Customer orientation; (Schneider 1990 =  .90 Schneider 1992 =  .89)
4. M anagerial practice; (Schneider 1990 =  .9 1, Schneider 1992 =  .86)
5. Custom er feedback; (Schneider 1990 =  .90, Schneider 1992 =  .82)
6. Inform ation/com m unication; (Spreitzer 1995b) =  .85 )
7. Role am biguity; (Spreitzer, 1996 =  .61)
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Climate for Service Psychological Psychological Climate
Empowerment
FIGURE 3.2: SOURCES OF PSCYHOLOGICAL CLIMATE DIMENSIONS
There is  therefore a movement from  seeking sim ilarities/com m onalities among 
the broad psychological climate dim ensions to then m oving down to compare these w ith 
Schneider’s climate for service scale as can be seen from Figure 3.2. These are then 
compared and matched w ith dim ensions that have been suggested or tested to have a 
relationship with psychological empowerment from  various studies (see chapter 2). The 
selected dimensions are colour coded to show where in  the literature they are drawn from 
and w hich author used them. Autonom y was not included in  the psychological climate 
instrument because it  was felt to bear a resemblance to the self-determination dimension 
o f the psychological empowerment instrument.
The psychological clim ate dim ensions evolved therefore is an amalgamation o f Schneider 
et al. (1998) service for climate scale and dimensions from other authors. Schnieder’s 
scale is chosen as the core o f the psychological climate instrument because not only is it
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set w ithin the service industry, but it also embodies most o f the dimensions proposed by 
other authors. The dim ensions are explained below.
3 .6 .2 .1: W ork facilitation 
Robbins et al. (2002) indicate that better trained employees are more lik e ly  to understand 
the specific demands o f the jo b  and perceive that they have the support needed to 
effectively exercise their power and authority. Chebat and K o llia s  (2000, pp. 79) also 
note that, “training in adaptability, managing am biguity and m ultiple role demands can 
ensure empowered employee decisions are in the best interest o f the organization”. 
B o shoff and A lle n  (2000, pp. 68) advise that “employees must be taught how to react 
when things go wrong”. Robbins et al (2002) go further to postulate that training has the 
effect o f enhancing feelings o f support, shows a w illingness o f the company to invest in 
the employee and consequently enhance commitment and psychological empowerment. 
Spreitzer (1996) suggests that training employees in the sk ills  and abilities needed to feel 
competent enhances the feeling o f psychological empowerment. Good training programs 
keep employees engaged and reduce turnover o f staff.
3.6 .2.2: Customer Orientation 
Peccei and Rosentahl (2000. p.566) describe customer oriented behaviour as the extent to 
w hich employees engage in  continuous improvement and exert effort on the jo b  on behalf 
o f customers. Nw anko (19 9 5) defines customer orientation as putting customers at the 
heart o f an organisation’s product market. Saxe and W eitz (19 82, p. 344) note that it is 
characterized by among others;
1. a desire to help customers make satisfactory purchase decisions,
2. helping customers assess their needs,
3. offering products that w ill satisfy those needs,
4. describing products accurately, and
5. adapting sales presentations to match customer interests.
3.6.2.3: Customer feedback 
Spreitzer (1995 p. 1447) is o f the view  that, “Performance feedback is fundamental to 
reinforcing a sense o f competence and believing one is a valued part o f the organisation”. 
W ords o f encouragement, verbal feedback etc. are used by leaders/managers and group 
members to empower subordinates and co-workers etc (Conger and Kanungo 1988p. 
479). Waldersee and Lutham s (1994 p. 84) indicate that performance feedback is an 
accepted human resource management tool to improve employee performance. 
Know ledge o f achievement brought on by positive feedback m ay raise a persons se lf 
efficacy and ultim ately performance. It is also a positive reinforcer and can be corrective. 
It can help keep and m aintain standards by identifying deficiencies and areas in need o f 
improvement and suggest corrective action, w hile praising successful behaviour.
3.6.2.4: Role am biguity
Spreitzer (1995) is o f the view  that when employees don’t know the extent o f their 
decision m aking authority or what is expected o f them and the basis upon which they 
would be judged, they would hesitate to act and therefore feel powerless and 
disempowered. The lack o f goal definition according to Spreitzer (1996) may result in 
goal conflict across various stakeholders, and im precise lines o f authority may create 
uncertainty and these are seen as disempowering. Q uinn and Spreitzer (19 9 7) suggest that 
clear goals and objectives reduce disabling uncertainty and am biguity, w hile Seibert et al.
(2004) observe that clear goals, responsibilities, and procedures facilitate effective 
teamwork, cohesion, coordination, and conflict resolution. Q uinn and Spreitzer (19 9 7, p. 
45) posit that a “clear v isio n  and challenge w ill make employees feel they have the 
capacity to act autonomously in their w ork rather than wait for perm ission and direction 
from top management. Chebat (2000, pp. 78) warns that “when unsure about how to 
perform their jo bs, contact employees show lower levels o f adaptability” and this, rather 
than being empowering, is seen as being chaotic.
3.6.2.5: Internal service 
T h is  is the “dyadic interaction between an internal customer and an internal service 
provider” (Grem ler et al. 1994, p.35). It has also been described as “the services provided
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by distinctive organizational units or people w orking in these departments to other units 
or employees w ithin the organization” (Strauss 1995, p. 65).
In order to have their needs met, employees often depend upon internal service provided 
by others in  the organization, and this could be between customer contact staff and 
backroom staff, managers and the customer contact staff, managers and backroom staff, 
etc (Grem ler et al. 1993, p. 37). A  strong service oriented culture creates an environment 
where the internal customer needs, w hich can not always be standardized or predicted, 
are met, even if  that means adapting or m odifying the internal service offing (Grem ler et
a. 1993). Boshoff and A lle n  (1999, pp. 67) caution that, “Although it is the frontline staff 
who ultim ately deliver the service to the customer, they need the fu ll support o f those in 
the backroom in order for the service encounter to run smoothly”. Everybody in  the firm  
has a customer whom they must serve, be it the end customer or a fellow  employee in the 
frontline (Quinn and Spreitzer 1997). I f  internal encounters are unsatisfactory, then the 
customer (external) m ay end up dissatisfied, com plain and see the fault as ly in g  with the 
customer contact employee (Lew is and Entw istle 1990, p. 50).
Q uinn and Spreitzer (19 9 7, p. 46) note that empowered employees must feel that their 
w ork unit can work together to solve problems, and that employee ideas are valued and 
taken seriously.
3.6.2.6: M anagerial practice
B o shoff and A lle n  (1999 p. 65) observe that “employees take their lead from top 
management and, i f  they believe that managers are not fu lly  committed to the goal o f 
service excellence, they w ill not commit themselves to providing it”. Chebat (2000 p. 78) 
also points out that “managers who show commitment to quality, are more lik e ly  to take 
initiatives that help contact employees deliver high quality service”. Management 
behaviours such as systematic customer care training, management/supervisor 
commitment to customer service, support o f subordinates and greater control o f work 
decisions by frontline staff according to Peccei and Rosentahl (200 1) enhance customer 
oriented behaviour. Robbins et al. (2002) also suggest that local management practices, 
supervisory style, have an influence on perceptions o f trust, commitment and 
psychological empowerment.
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Hancer and George (2003) indicate that relationships with supervisors have an impact in 
fostering empowerment. Q uinn and Spreitzer (1997) are o f the view  that to feel 
empowered, employees need a sense o f social support from bosses, peers and 
subordinates and efforts to take initiative should be reinforced not punished. Leadership 
and/or supervision can be empowering by “expressing confidence in  subordinates, 
creating conditions for subordinates to participate in decision m aking, providing 
autonomy from bureaucratic constraints” (Conger and Kanungo 1988 p. 478). They 
further note that an authoritarian management style can strip control and discretion from 
subordinates and heighten sense o f powerlessness. Dobbs (1993 p. 57) sums up the case 
for leadership, by noting that it “is the glue that holds empowerment together”.
3.62.1: Inform ation/com m unication 
Randolph (1995 p. 2 2) suggests that without information people cannot possibly act 
responsibly, when informed, however, they are almost compelled to act with 
responsibility (Q uinn and Spreitzer 1997). Robbins et al (2002) are o f the view  that 
information sharing engenders greater feelings o f commitment through enhanced feelings 
o f responsibility and role involvement. Spreitzer (1995) found that employees who see 
their work environment as providing sufficient information feel more empowered.
Dobbs (1993) is o f the opinion that in order for empowered people to make the right 
decisions in performing their jo bs, they need information. Furthermore this thought, 
Conger and Kanungo (1988) posit that information sharing helps create a sense o f 
meaning and purpose, and Seigall and Gardner (2000) also found that communications 
with supervisors and general relations with company were related to meaning, self- 
determination and impact.
Information provides the fram ework to guide the actions o f employees. It tells them what 
is expected o f them, what they can/not do, what is rewarded and punished. Information 
reduces am biguity and doubt over initiating actions or not in response to job 
contingencies. W ith adequate information, employees are more confident to act 
autonomously, boundaries are clearly spelt out guiding actions and subtly forcing 
prescribed behaviour.
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3.7: SUMMARY
The chapter begun with a definition o f climate, followed by a consideration o f the 
various approaches used to study climates in  organisations. The Social Behaviourism  
approach was adopted to guide the study and climate conceptualised at the individual 
level (psychological climate). Follow ing from this, the Social Constructionist perspective 
was selected to help fashion a psychological climate scale with a focus on issue under 
study (psychological empowerment) and the context o f the study (services). A s  a result, a 
psychological climate scale with seven dimensions (W ork Facilitation, Customer 
Orientation, Custom er Feedback, Role A m biguity, Internal Service, M anagerial Practice 
and Internal Com m unication) was identified for use in the study. The next chapter (four), 
w ill deal with methodological issues that inform and guide the study.
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CHAPTER FOUR: RESEARCH DESIGN
4.0: INTRODUCTION
T h is  chapter deals with methodological and data collection issues needed to capture the 
constructs discussed in  chapters two and three and answer the research problem and 
questions previously raised. Issues covered include the design o f the study, the data 
collection instrument and the procedures.
4.1: PSYCHOLOGICAL CLIMATE AND PSYCHOLOGICAL EMPOWERMENT
It has been suggested that elements o f the w ork environment (psychological climate) 
have an influence on the feeling o f psychological empowerment. It has also been 
suggested that different climates exist in  organisations and that clim atic factors related to 
task, role and process have a stronger influence on psychological meaning than do others 
such as structural factors.
From  the literature, there seems to be a consensus that environmental factors do influence 
psychological empowerment, however the debate is still out on w hich o f the 
environmental factors influence psychological empowerment and the relationship 
between the individual psychological climate dimensions and individual psychological 
empowerment dimensions.
The study draws from Schneider’s postulation that clim atic dim ensions should be 
criterion driven and related to the context under study. It therefore tries to lim it selected 
clim atic dimensions to those suggested to have an influence on psychological 
empowerment. In selecting the dim ensions, the researcher was guided by dimensions 
from previous researchers w hich had been validated by use and had relatively high co­
efficients and common across the studies. Based on the literature review a 
conpceptualised image o f the study is shown in figure 4.1 below.
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FIGURE 4.1: CONCEPTUALISED MODEL OF THE STUDY
Work Pattern, Work Station, Customer Contact, Hierarchy, Gender, Education, Age, Job Tenure
4.2: OBJECTIVES
The objectives o f the study are to:
1. To  determine if  employees in sampled hotels perceive themselves as being 
psychologically empowered.
2. To  examine the elements o f their perceived work environment that are 
associated with their feelings o f psychological empowerment.
3. To  examine the relationship between perceptions o f w ork environment, 
psychological empowerment and empowered behaviour.
4.3: HYPOTHESES
The hypotheses to be tested are:
Hla: M eaning w ill have a significant positive effect on Psychological Empowerment
Hlb: Competence w ill have a significant positive effect on Psychological Empowerment
Hlc: Self-Determ ination w ill have a significant positive effect on Psychological 
Empowerment
Hid: Impact w ill have a significant positive effect on Psychological Empowerment
H2a: W ork Facilitation w ill have a significant positive effect on Psychological Clim ate
H2b: Internal Service w ill have a significant positive effect on Psychological Clim ate
H2c: Custom er Orientation w ill have a significant positive effect on Psychological 
C lim ate
H2d: M anagerial Practice w ill have a significant positive effect on Psychological Clim ate 
H2e: Custom er Feedback w ill have a significant positive effect on Psychological Clim ate
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H2f: Internal Com m unication w ill have a significant positive effect on Psychological 
Clim ate
H2g: Role A m biguity w ill have a significant positive effect on Psychological Clim ate
H3a: Psychological Clim ate w ill have a significant and positive effect on Psychological 
Empowerment
H3b: Psychological Clim ate w ill have a significant and positive effect on Empowered 
Behaviour
H3c: Psychological Empowerment w ill have a significant and positive effect on 
empowered behaviour
H4a: W ork Pattern w ill have a significant effect on Psychological Clim ate 
H4b: W ork Station w ill have a significant effect on Psychological Clim ate 
H4c: Custom er Contact w ill have a significant effect on Psychological C lim ate 
H4d: Position w ill have a significant effect on Psychological Clim ate 
H4e: Tenure w ill have a significant effect on Psychological Clim ate 
H4f: Gender w ill have a significant effect on Psychological Clim ate 
H4g: Education w ill have a significant effect on Psychological Clim ate 
H4h: Age w ill have a significant effect on Psychological Clim ate
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4.4: RESEARCH PROCESS
The issue of research process and methodology continues to be one of the most debated 
in research discourse. Sarantakos (1998) suggests the following procedure for selecting a 
research design.
1. Select an appropriate paradigm
2. Select a methodology, and
3. Select a set of methods for collecting and analysing the data
Crotty (1998) on the other hand suggests that the following questions, if answered, would 
provide an appropriate research design.
1. What methods do we propose to use?
2. What methodology governs our choice and use of methods?
3. What theoretical perspective lies behind the methodology in question?, and
4. What epistemology informs this theoretical perspective?
There is not much fundamental difference between the two methods and they can be 
viewed as opposite sides of the same coin. The critical issue is the matching of the 
appropriate subsets from one section to the right and relevant corresponding subset in 
another section.
Healy and Perry (2000), suggest that there are four scientific paradigms (Positivism, 
Critical Theory, Consructivism and Realism) Table 4.1.
Table4.4. 1: THE FOUR CATEGORIES OF SCIENTIFIC PARADIGMS AND 
THEIR ELEMENTS
Element Positivism Critical theory * Constructivism Realism
Ontology Reality is real and apprehensible
"Virtual" reality shaped by 
social, economic, ethnic, 
political, cultural, and 
gender values, crystallised 
over time
Multiple local and specific 
"constructed" realities
Reality is "real” but only 
imperfectly and 
probabilistically 
apprehensible
Epistemology Objectivist; Findings true Subjectivist: value mediated findings
Subjectivist: created 
findings
Modified objectivist: 
findings probably true
Common methodologies
Experiments/surveys: 
verification of hypotheses, 
chiefly quantitative 
methods
Dialogic/dialectical: 
researcher is a 
"transformative 
intellectual” who changes 
the social world within 
which participants live
Hermaneuticai/diaiectical: 
researcher is a 
“passionate participant” 
within the world being 
investigated
Case studies/convergent 
interviewing: triangulation, 
interpretation of research 
issues by qualitative and 
some quantitative 
methods such as 
structural equation 
modelling
Source: Healy anc Perry (2000)p. 119
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Positivism as a philosophy sees reality as being viewed through a one way value free 
mirror and assumes only observable occurrences can be measured. It is therefore argued 
that social science phenomenon which deals with reflective human behaviour makes this 
particular philosophy not an appropriate one to use in this context. Perry et al. (1999) 
posit therefore that unobservable constructs about people interacting within the 
workplace can not be captured by this paradigm. The evidence given in support of this 
school of thought is that replication of positivist research rarely reproduces the same 
results as prior research which would be expected from the value free methods of 
positivist research.
With constructivism, the world is constructed by people and this constructed reality 
influences behaviour to such an extent that any external reality is relatively unimportant. 
Reality under constructivism “consists of multiple, internal, subjectively constructed 
realities” (Thompson and Perry 2004, p. 405). The individual’s constructed reality is so 
powerful that any external reality is unimportant, and hence the criticism of the difficulty 
and near impossibility of comparing the multiple realities of different people to each 
other.
Realism is seen as a bridge between the positivist and phenomenologist/constructionist 
view of the divide between ideas and reality. Stiles (2003) sees realism as part of the 
growing body of knowledge and opinion that recognises philosophical approaches that 
embrace the middle ground between positivism and phenomenology.
Realism as a paradigm, holds that, “there is a real world to discover even though it is only 
imperfectly apprehensible” (Healy and Perry, 2000 p. 120). Realism exists independently 
of the researchers mind. It is a set of structures that are themselves sets of interrelated 
objects and of mechanisms through which objects interact. The realist perspective 
incorporates both the social environment and its underlying structures. In realism, 
perceptions are studied because they provide a window to a reality beyond those 
perceptions (Healy and Perry 2000). Peoples understanding of the “social world affects 
their behaviour and that knowledge must therefore be considered from inside” (Stiles 
2003, p. 265). The knowledge people have of their social world affects their behaviour
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and the task of the researcher within this tradition is to uncover the structures of social 
relations in order to understand the policies and practices that we have (May 2001). 
According to May (2001, p. 12) “The task of the social researcher, therefore, is not 
simply to collect observations on the social world, but to explain these within theoretical 
frameworks which examine the underlying mechanisms which inform people’s actions 
and prevent their choices from reaching fruition” . Sobh and Perry (2006, p. 1200) add 
that realism tries to construct various views of reality in terms of which ones are relative 
in time and place and therefore causal impacts are not fixed but contingent on their 
environment. Therefore, the context of observed phenomenon is very important. Negative 
results may be due to contextual reasons rather than a misunderstanding of theory and the 
task of the researcher is to ask why a particular result has been achieved.
In chapter three, the debate on the formation of climates was resolved by settling on the 
middle ground between the two extremes of the structural approach (positivism) and the 
selection attraction attrition (constructivism) approaches. If follows logically that the 
realism paradigm would be appropriate as the guide for the study. These issues make the 
realism philosophy appropriate for the present research and is therefore adapted as the 
philosophical basis for the research methodology.
4.5: METHODOLOGY
Data collection techniques are grouped into two categories (table 4.4.2), quantitative 
(collecting data in the form of numbers) and qualitative (collecting data in the form of 
words or pictures) (Neuman 2000).
In Crotty's (1998) model, the distinction between qualitative and quantitative research 
occurs at the level of methods and not the epistemological or theoretical perspective. 
Crotty (1998) brings to the qualitative quantitative research debate a new perspective, 
arguing that whatever research one engages in, it is possible for either methods or both to 
be used. Research according to Crotty (1998) can be both qualitative and quantitative, 
but not objectivist and constructionist at the same time. The present study adopts the 
quantitative methodology following from previous empirical studies that have all
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followed the same tradition. A consideration of table 4.4.2 shows that the study 
described thus far is best captured under the quantitative methodology.
Table4.4. 2: QUALITATIVE AND QUANTITATIVE METHODS
Quantitative Qualitative
Test hypothesis that the researcher begins • 
with
Capture and discover meaning once the 
researcher becomes immersed in the data
Concepts are in the form of distinct 
variables
Concepts are in the from of themes, motifs, 
generalisations, and taxonomies
Measures are systematically created before 
data collection and are standardised
Measures created in an ad hoc manner and 
are often specific to the individual setting 
or researcher
Data are in from of numbers from precise 
measurement
Data in the form of words and images from 
documents, observation, and transcripts
Theory is largely causal and is deductive Theory can be non-causal and is often 
inductive
Procedures are standard, and replication is 
assumed
Research procedures are particular, and 
replication is very rare
Analysis proceeds by using statistics, 
tables, or charts and discussing how what 
they show relates to the hypothesis
Analysis proceeds by extracting themes or 
generalisations from evidence and 
organising data to present a coherent, 
consistent picture
Source: (Neuman 2000)
Realism as a philosophy lends itself to a variety of methodological perspectives, which is 
not surprising if viewed as a middle ground between the positivism and constructivism 
philosophies. Healy and Perry (2000) identify three possible methodologies which can be 
used in realist research, one of which is the survey method coupled with structural 
equation modeling (Figure 4.2). Again, taking a cue from previous studies that have 
looked at various aspects of the constructs being studied, the survey method coupled with 
structural equation modeling is adopted. This methodology would involve the use of 
questionnaires as the tool for the collection of data for the study.
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Figure 4.2: REPRESENTATIVE RANGE OF METHODOLOGIES AND THEIR 
RELATED PARADIGMS
Theory-building research: 
emphasis on meaning
Source: Healy and Perry, 2000 p. 121
Oppenheim (1992) provides a concise overview of the advantages of using questionnaires 
over the interview as a data collection technique (table 4.4.3). The suggested advantages, 
make the questionnaire an attractive option over the interview method, and is therefore 
adopted.
A review of the literature on psychological empowerment, psychological climate and 
similar research reveals that the majority of researchers have used surveys (questionnaire) 
and structural equation modeling. These provide extra evidence to support the decision to 
use the same methodology for the current research.
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Table4.4. 3: QUESTIONNAIRE VERSUS INTERVIEW METHODS
Questionnaire Interview
Cost of data collection Low High
Cost of data processing Low High
Interviewer bias Low High
Ability to reach widely 
dispersed respondents
High Low
Response rate/bias High Low
Suitability for illiterate, old, 
children, visually 
handicapped
Low High
Ability to probe/correct
misunderstandings/offer
explanations
Low High
Ability to control passing 
on of questions to others
Low High
Control of order of response 
to questions/incomplete 
responses
Low High
Ability to observations Low High
Source: (Oppenheim 1992)
4.6: RESEARCH INSTRUMENT
Quantitative information on individual psychological climate may be obtained by various 
direct and indirect procedures, but the questionnaire is by far the most popular strategy. 
This is because it provides:
1. direct, self-reported measures of perception,
2. a method for standardising the climate items and modes of responses, and
3. a practical way to obtain data on a large item pool for large samples (James & 
Sells 1981).
The questionnaire as a research instrument, or tool for data collection can be in the form 
of a postal questionnaire or interview schedule (including telephone interviews), and 
includes check lists, attitude scales, and projective techniques or rating scales. Its 
purpose in the research endeavour is to measure the operational statement of the issues 
being investigated and evolves from the research design. The questionnaire suggested as 
the research instrument is a modification of previously used and confirmed Likert scales. 
The reliability of Likert scales tends to be good and often higher than Thurnstone scales, 
because a greater range of answers is permitted to respondents. Likert scales therefore
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tend to be more popular and prevalent in empirical studies than Thurnstone scales. 
Bearing this in mind and following from the authors of the scales, the first three sections 
of the instrument use Likert scales.
The instrument suggested for the study is in four sections.
1. Psychological climate
2. Psychological empowerment
3. Empowered Behaviour
4. Socio-demographic/work variables
The psychological climate section has the following dimensions (Chapter three).
8. Work facilitation;
9. Internal service;
10. Customer orientation;
11. Managerial practice;
12. Customer feedback;
13. Information/communication, and
14. Role ambiguity (see figure 3.2).
To measure psychological empowerment, the researcher decided to use a questionnaire 
instrument consisting of standard multi-item scales that had been validated and 
previously shown to be reliable by other researchers (Goodale et al. 1997; Koberg al. 
1999; Konczak et al. 2000; Kraimer et al. 1999; Mathews et al. 2003; Seibert et al. 2004; 
Siegall and Gardner 2000; Spreitzer 1995b; Spreitzer 1996). There was slight rewording 
of some of the statements to reflect the context of the research setting and reduce 
ambiguities in meaning.
The scale has the following dimensions,
1. Meaning;
2. Self-Determination;
3. Competence, and
4. Impact.
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Empowered behaviour which is hypothesised as a uni-dimensional scale is the fourth 
section of the instrument. Based on a review of the literature on the expected benefits of 
empowered employees, with a focus on empowered behaviours geared towards the 
delivery of customer oriented service, two previously utilised scales, I. employees 
behaviour towards customers (Kennedy et al. 2001) and 2. customer oriented pro social 
organisational behaviour (Pelled et al. 2000) were modified to evolve a new empowered 
behaviour scale.
Kennedy et al. (2001 p. 262) in developing their scale sought a scale that met the 
following conditions.
1. appropriate for use with all employees at all hierarchical levels of the organization
2. useful across a variety of companies and industries and
3. self-report.
From their scale, three items were selected for inclusion in the new scale. These were;
a. I perform my duties with my customers in mind
b. I refer my customers to my managers to resolve problems (to serve as a check)
c. I adjust my actions at work to make sure my customers have what they need from 
me.
From Pelled et al. (2000) the following two items were selected for inclusion in the new 
scale;
a. I come up with good ideas to exceed what, the customer say she or he wants, and
b. I resolve customer complaints immediately
The fourth section ,of the instrument dealt with socio-demographic and work related 
variables. Oppenheim (1992) notes that unless there are very good reasons to do 
otherwise, personal data questions should always come near the end of a questionnaire. 
The last section therefore deals with the background issues of respondents and position in 
the work environment.
The proposed instrument, Appendix 1, therefore had the following dimensions; Work 
facilitation (questions 10, 12, 13, 15, 17, 18, 20 and 23), Internal service (questions 31 -
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37), Customer orientation (questions 1- 7), Managerial practice (questions 11, 16, 21, 22 
and 24), Customer feedback (questions 9, 14 and 20), Information/communication 
(questions 25 - 27) and Role ambiguity (questions 28 -  30) making the psychological 
climate section. The ordering of the questions was at the request of the author of the 
original instrument. The psychological empowerment section of the instrument has 
meaning (questions 38 -  40), competence (questions 41 -  43), self-determination 
(questions 44 -  46) and impact (questions 47 -  49). The empowered behaviour section 
was questions numbers 5 0 -5 4 .
4.7: SAMPLING FRAME
Empowerment is more likely in organisations that deliver “differentiated, customised and 
personalised products and services, and use non-routine complex technology in an 
unpredictable environment” (Lashley and McGoldrick 1994, p. 30). The hotel industry is 
therefore chosen as the setting for the study to test this assertion. In particular, the 
research targets hotels in the “luxury” class, which are more likely to offer the kind of 
personalised service that demands empowered staff. The research focused on the 
psychological empowerment construct as opposed to the more general empowerment 
construct which may take various forms. It was envisaged that members of a hotel group 
would have the same organisational policies/procedures/practices and therefore enable 
the comparing of like with like.
One UK hotel chain/group was used as the sample population. This decision was based 
on the ease of getting into individual hotels in a chain/group once permission from the 
chain/group head was obtained as opposed to negotiating with individual independent 
hotels. Using different hotels would have introduced the factor of the type of initiative 
and controlling for this and organisational culture would have been difficult.
4.8: SAMPLE SIZE
While Nunnally (1978) suggests a sample size of a ratio, 5 to 1 between respondents and 
construct items, Tabachnick and Fidell (1996) suggest a ratio of 10 to 1. The following 
has also been suggested as a rule of thumb that sample size selection of, 50 = very poor,
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100 = poor, 200 = fair, 300 = good, 500 = very good and 1000+ = excellent. The 
proposed instrument for the study has sixty two (62) items and based on the 
recommendations above and constraints envisaged in data collection, a sample size of 
500 is targeted for the study. This gives a ratio of 8 to 1 between respondents and 
construct items. One of the reasons for the decision to use a hotel group was the ability to 
control for extraneous factors while taking advantage of the multiple units within the 
group to generate a large enough sample size.
4.9: SAMPLING UNIT/ PROCEDURE
Empowerment is focused at the level of the individual in relation to his/her work 
environment (Spreitzer 1996) and psychological climate has also been indicated to be an 
individual level construct. The individual employee therefore became the sampling unit 
and unit of analysis. A census type of survey (all employees and not just front line staff) 
was utilised to capture respondents, and this was informed by the interdepartmental 
interactions that are needed for frontline employees to feel empowered. Back of house 
staff/personnel must feel empowered to respond to demands from front of house staff and 
their responses influence psychological climate and psychological empowerment. It has 
been suggested that information and resource flow to key personnel, to act, influences 
psychological climate.
In addition the nature of the organisation under study (a hotel group), introduces an extra 
layer of management (group headquarters) who are likely to exert some significant 
control over individual units in the group to ensure uniformity in group policies and 
procedures. This therefore limits the ability of on-site managers to respond to “local” 
environment contingencies.
4.10: PRETEST
A pretest was conducted with the objective of determining an appropriate strategy to 
maximize response rates rather than checking on the adequacy of statements. This was 
because the instrument was a composite of previously used and tested scales.
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The first pre-test was conducted in a hotel to be known as Hotel Alpha, with the 
following characteristics. A Hotel and Spa with a four (4) star AA and RAC awards with 
blue ribbon rating, and a silver star award from the English Tourism Council. The spa had 
recently won the Conde Nast Johansens “Most excellent Spa” award.
Contact was made with the General Manager, and it was agreed that the instruments for 
the study would be given to the management of the hotel for distribution to staff and 
subsequent retrieval. The hotel had a staff strength of 83 and the survey took 12 days with 
a response rate of 21 .6%  (18 retrieved instruments).
Subsequent discussions with the General Manager, revealed that some form of “gate 
keeping” had taken place (not all staff had been given the instrument), contrary to 
expectations. The reasoning for this was that a number of the front line staff were 
expatriates, with inadequate command of the English language and therefore would be 
challenged by the instrument.
It was therefore decided to test out this assertion. The questionnaires were this time 
administered to a group of twelve ( 12) international postgraduate students, studying 
international hotel management. The objective here was to find out if they could 
comprehend the statements in the questionnaires and identify possible “problem” 
statements for modification. The consensus (100%) was that the statements in the 
questionnaire were understandable and the language was simple.
The instrument was tested again in a second hotel (Beta). This hotel is part of a group that 
prides itself as being “fine country retreats” .
In discussions with the management team prior to the research, it was stressed that 
questionnaires were for all staff, and that departmental heads should ensure that all staff 
get a copy of the instrument irrespective of their position or ability. The response rate this 
time was 45%. It was concluded that:
1. understanding the instruments was not a challenge,
2. ensuring instrument got to all staff, and
3. ensuring a high response rate were challenges.
Upon further reading and reflection, it was decided that the covering letter for the 
instrument would be re-worded make it simpler to understand and to include an
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announcement of a prize draw for completed and returned instruments. The instructions 
accompanying the questionnaire were also rephrased to make them more concise and 
clear on how each section of the questionnaire was to be completed. In addition separate 
notices announcing the exercise and the related prize draws were to be put on all staff 
notice boards in each hotel.
The pretest also enabled improvements in the strategy for the administration of the 
questionnaire. Subject to negotiations with the individual hotels, the researcher would try 
to get as low down the chain of command in each hotel to distribute the questionnaires to 
individual employees.
4.11: SURVEY
Letters were sent to six hotel chains/groups purposively selected based on personal 
contacts, soliciting their help and consent in conducting the research on their premises 
using their staff. A couple of the hotels did not respond to the letters, one did respond 
indicating that they were not in a position to help because United States labour laws did 
not allow such exercises and their parent company was registered in the US. Only one 
hotel group responded favourably to the letters and subsequently became the sample 
population for the study.
This hotel group was made up of three hotels with the coincidental advantage of all three 
hotels being located in the south of the UK. The three hotels, henceforth to be known as 
Hotels A, B, and C, have had the following awards in the last five years.
Hotel A
RAC credit to the industry award 
Matis Salon of the year 
AA 4 Red Stars 
RAC Gold Ribbon 4 Stars 
AA 2 Rosettes
English Tourism Council hotel of the year 
English Tourism Council 4 Gold Stars.
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Hotel B (Five Star Hotel)
RAC Credit to the Industry award 
RAC 4 dining awards 
RAC 5 Star Blue ribbon 
AA 5 Stars
Johansens award for excellence
English Tourism Council Five Star and Gold award
Hotel C
RAC credit to the industry award 
RAC 4 dinning awards 
RAC 5 Star Blue Ribbon 
A A Five Stars 
AA 2 Rosettes
Johansens Award for Excellence 
English Tourism Council Hotel of the Year 
English Tourism Council 5 Stars Gold
Following the initial positive response from the General Manager of the Hotel group, 
negotiations with the Personnel Managers of the individual hotels started, to establish the 
modalities for entry into the individual hotels to conduct the study and the 
expectations/roles of both parties. The level of cooperation from the Managers ranged 
from very cooperative and welcoming to reluctant acceptance. It was finally agreed that 
the personnel departments of the individual hotels and Personnel Manager would be 
responsible for the distribution and retrieval of the instruments in each hotel. Figures for 
the staff strength of each hotel were obtained and enough questionnaires were printed, 
enveloped and delivered to each hotel for all staff. Where possible, the distribution of the 
questionnaires accompanied pay slips of employees, or the distribution was done by 
departmental heads. The exercise took about three weeks in all with the instruments 
being with prospective respondents for up to one week. Each questionnaire included an 
envelope in which the completed questionnaires were to be sealed and returned. Each
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hotel also had a set of notices publicizing the survey for staff notice boards and 
canteens/restaurants.
4.12: RESPONSE RATE
Initial response rate was one hundred and fifty three (153) useable, returned, edited 
questionnaires out of the 480 distributed. These were tested for multivariate outliers and 4 
questionnaires were deleted from the further analysis, leaving 149 questionnaires. This 
figure of 149 gives a response rate of 31%.
Hotel A, 70/140= 50%
Hotel B, 55/160 = 34.3%
Hotel C, 24 /180=  13.3%
Hotel C, the biggest property in the group and employer of the biggest number of staff 
had the lowest returns of completed questionnaires. This property was also the last to 
agree for the study to be conducted.
4.13: DATA ANALYSIS TECHNIQUE
Structural Equation Modeling (SEM) is the selected data analysis technique. This is 
because SEM “provides a very general and convenient framework for statistical analysis 
that includes several traditional multivariate procedures, like factor analysis, regression 
analysis and discriminant analysis” (Hox and Bechger 1998: p. 354). The objective in 
using SEM is to determine whether the a priori model is valid, rather than to “find” a 
suitable model (Shah and Goldstein 2006).
SEM evolved out of and serves purposes similar to multiple regression analysis. Garson
(2005) suggests that SEM has a number of advantages over multiple regression including:
• more flexible assumptions (particularly allowing interpretation even in the face of 
multicollinearity),
• use of confirmatory factor analysis to reduce measurement error by having 
multiple indicators per latent variable,
• the attraction of SEM's graphical modeling interface,
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• the desirability of testing models overall rather than coefficients individually, the 
ability to test models with multiple dependents,
• the ability to model mediating variables,
• the ability to model error terms,
• the ability to test coefficients across multiple between-subjects groups,
• And the ability to handle difficult data (time series with autocorrelated error, non­
normal data, incomplete data).
A structural equation model (SEM) can be defined as a hypothesis of a specific pattern of 
relations among a set of measured variables (MVs) and latent variables (LVs) (Shah and 
Goldsein 2006 p. 166).
The theoretical constructs of psychological climate, psychological empowerment and 
empowered behaviour, can adequately be represented as latent variables together with the 
dimensions of these constructs, and the items (statements/questions), labeled as observed 
variables.
4.14: SUMMARY
The chapter begun by presenting the conceptual model underpinning the study, objectives 
of the study and hypotheses to be tested. Key decisions made in the chapter were;
• To use the Realist paradigm
• To use a quantitative methodology
• To use a survey technique
• To use a self completed questionnaire
• To use a luxury hotel in the UK as the sample population, and
• Proposed the use of Structural Equation Modeling techniques to analyse the data 
collected.
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The next chapter follows on from this and starts with some descriptive analysis and 
focuses on using SEM to answer the research questions proposed in chapters one and 
four.
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CHAPTER FIVE 
DATA ANALYSIS 
SECTION A
5.0 INTRODUCTION
This chapter presents the analysis of the data collected. It is organized into three sections. 
The first section (A) deals with the socio-demographic background of the respondents, a 
series of Exploratory Factor Analysis using SPSS and reliability tests of the sales used for 
the study. Section B covers a series of Confirmatory Factor Analysis using Structural 
Equation Modeling (SEM) techniques and testing the conceptual model. The final section 
(C) explores perceptual differences within the sampled population. The chapter ends with 
a summary of the findings and an introduction to the next chapter
5.1: SOCIO-DEMOGRAPHIC BACKGROUND OF RESPONDENTS
The data to be analysed, is made up of respondents’ perceptions of their work 
environment variables, psychological empowerment, empowered behaviour and socio­
demographic variables. These data were collected through the administration of a self­
completed questionnaire in a small luxury hotel group in the UK. All employees in the 
three hotels that made up the group were sampled.
The average response rate was 31% from the 480 questionnaires distributed to the three 
hotels. This ranged from 46.9% for hotel A to 16% for Hotel C (Table 5.1.1).
Table 5.1. 1: Distribution of respondents by hotel
HOTEL DISTRIBUTED RETRIEVED PERCENTAGE
OF
RESPONDENTS
PERCENTAGE
RETURNED
A 160 70 46.9 46.9
B 140 55 36.9 36.9
C 180 24 16.1 16.1
480 149 100 31
Source: Fieldwork May 2006
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Table 5.1.2 below, reveals that 53% of respondents were male and 47%  females, an 
almost even split. A  similar pattern emerges for work station distribution, with staff 
working at the “front of house” accounting for 54% of the sampled population and those 
in the “back of the house” 46%. Employees who come into contact with customers in 
their day-to-day work were 74% of the sampled population. Most of the sampled 
employees (86%) were employed fulltime in their respective hotels and 14% were in part- 
time employment with their hotels.
i  a | j i i i v / | u u  v i i i i x  a v i v i
Frequency Percentage
Gender Male 76 53.1
Female 67 46.9
Total 143 100
Work Station Front of House 79 53.7
Back of House 68 46.3
Total 147 100
Contact with 
Customers
Yes 109 74.1
No 38 25.9
Total 147 100
Mode of 
Employment
Fulltime 127 86.4
Part-time 20 13.6
Total 147 100
Source: Fieldwork IV[ay 2006
Over half (55%) of respondents were within the 20 -  30 year age group, with a little over 
3% aged over 60 years and only one person (0.7%) below 20 years of age (Table 5.1.3).
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Table 5.1. 3: Age of respondents
Age Frequency Percentage
Under 20 Years 1 0.7
2 0 -3 0  Years 81 55.1
3 1 -4 0  Years 29 19.7
4 1 - 5 0  Years 21 14.3
51 -  60 Years 10 6.8
60 Plus 5 3.4
Total 147 100
Source: Fieldwork May 2006
Table 5.1.4 further reveals that almost 10% of the respondents had an NVQ with 22%  
possessing GCSE’s A little over 36% of respondents had at least an undergraduate degree 
while about 10% who had a Masters degree in addition. The educational profile of the 
respondents appears to be normal given the market the hotel group seeks to serve.
Table 5.1. 4: Educational profile of respondents
Education Frequency Percentage
NVQ 13 9.8
GCSE 29 22
AS 14 10.6
AL 28 21.2
Undergraduate Degree 35 26.5
Masters 13 9.8
Total 132 100
Source: Fieldwork May 2006
Respondents to the survey in the three hotels were mainly Caucasian (90%), with 4.3% of 
Asian origin (Table 5.1.5). Feedback from the Group Personnel Manager suggests that 
these frequencies are a good reflection of the overall staff complement across the hotels 
in the group.
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Table 5.1. 5: Racial background of respondents
Race Frequency Percentage
Asian Indian 2 1.4
Asian Pakistani 2 1.4
Asian Bangladeshi 2 1.4
Black Caribbean 3 2.1
Black African 2 1.4
Black Other 1 0.7
White 130 90.9
Other 1 0.7
Total 143 100
Source: Fieldwork May 2006
Cross tabulation of the demographic characteristics of the sample have also been 
conducted in order to highlight any significant biases in the data. A look at Table 5.1.6 
reveals that of the fulltime employees sampled, 57% were male and 43% were female. 
Among the part-time employees, the males accounted for 32% and females 68%. 
Proportionally, more females (25%) were in part time employment as opposed 9% of 
males in part time employment. Correspondence with the personnel manager of the hotel 
indicates that this profile is a reflection is the normal pattern of employment.
Table 5.1. 6 : Gender and mode of employment
Mode of employment
Gender Fulltime Part-time
Male 68 (56.7%) 6(31.6% )
Female 52 (43.3%) 13 (68.4%)
Total 120(100%) 19(100%)
Source: Fieldwork May 2006
Over a third of the sampled employees (37%) had worked in their hotel less than a year 
and about 7.6% had been working with their hotel for over 10 years (Table 5.1.7). Most
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employees (40%) had been working in their hotel for more than a year but less than 5 
years. A little over two thirds of respondents had been employed in their hotels for less 
than 5 years. The data would seem to indicate that the labour turnover in the hotel group 
was relatively low.
Table 5.1. 7: Length of stay of respondents in Hotels
Length of stay at hotel Frequency Percentage
Less than 1 year 53 36.6
Between 1 - 5 Years 58 40
Between 5 - 1 0  Years 23 15.9
Between 1 0 - 1 5  Years 7 4.8
15 Years Plus 4 2.8
Total 145 100
Source: Fieldwork May 2006
There was an almost even split between the percentage of males and females who had 
worked in their respective hotels for periods between 5 - 1 0  years and an equal number 
of males and females had worked for over 15 years in their hotels (Table 5.1.8). Twice as 
many females as men had worked in their hotels for between 1 0 - 1 5  years. Generally 
the proportion of males to females in relation to length of stay in the hotels matched the 
overall male to female ratio in the sample, except for those who had stayed in the hotels 
for between 1 0 - 1 5  years. In this case there were proportionally more females (67%) to 
males (33%). The proportions for employees who have worked in the hotels for periods 
more than ten years need some circumspection in their interpretation as the actual figures 
are low.
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Table 5.1. 8: Gender by Length of stay at Hotel
Length of stay at hotel (Years)
Gender >1 1 >5 5 >10 10> 15 15 Plus
Male 28
(53.8%)
29
(53.7%)
11
(52.4%)
2
(33.3%)
2
(50%)
Female 24
(46.2%)
25
(46.3%)
10
(47.6%)
4
(66.7%)
2
(50%)
52
( 100%)
54
( 100%)
21
(100%)
6
(100%)
4
( 100%)
Source: Fieldwork May 2006
As can be seen from Table 5.1.9, most new employees (less than 1 year) were in the 20 -  
30 age group (67.3%). The only age group whose members had worked in their hotels for 
over 15 years was the 41 -  50 group. None of the over 60 year old had worked in their 
hotels for less than 5 years or more than 10 years.
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Table 5.1. 9: Age by length of stay at hotel
Length of stay at hotel (Years)
Age >1 1 >5 5 >10 10> 15 15 Plus
Under 20 Years 1 0 0 0 0
(1.9%) (0.0%) (0.0%) (0.0%) (0.0%)
20 -  30 Years 35 39 5 0 0
(67.3%) (67.2%) (21.7%) (0.0%) (0.0%)
3 1 - 4 0  Years 7 16 5 1 0
(13.5%) (27.6%) (21.7%) (16.7%) (0.0%)
4 1 - 5 0  Years 9 0 4 2 4
(17.3%) (0.0%) (17.4%) (33.3%) ( 100%)
5 1 - 6 0  Years 0
(0.0%)
3
(5.2%)
4
(17.4%)
3 (50%) 0
( 100%)
60 Plus 0 0 5 0 0
(0.0%) (0.0%) (21.7%) (0.0%) (100%)
Total 52 58 23 6 4
( 100%) ( 100%) ( 100%) ( 100%) ( 100%)
Source: Fieldwor c May 2006
The proportion of older employees (41 years and above) in part-time employment was 
greater than those in full-time employment (Table 5.1.10). For the relatively younger 
respondents, proportionally more were in full-time employment.
Table 5.1.10: Age by mode oi' employment
Mode of Employment
Age Group Fulltime Part-time
Under 20 Years 0 (0.0%) 1 (5.3%)
2 0 - 3 0  Years 73 (57.9%) 6(31.6% )
3 1 - 4 0  Years 28 (22.2%) 1 (5.3%)
4 1 - 5 0  Years 15(11.9%) 6(31.6% )
5 1 - 6 0  Years 5 (4%) 5 (26.3%)
60 Plus 5 (4%) 0 (0.0%)
Total 126(100%) 19(100%)
Source: Fieldwork May 2006
The profile of the respondents looks well balanced and reflects patterns generally 
expected in hotels of this classification. They were generally well educated, worked full 
time, with a relatively low labour turnover, characteristics which would predispose them 
to and make them receptive to psychological empowerment (initiatives).
5.2: PSYCHOLOGICAL CLIMATE
As discussed in chapters three and four, the dimensions of psychological climate used in 
the present studyare a development on previously existing scales. It was therefore decided 
to conduct an Exploratory Factor Analysis (EFA) to establish the factors underlying the 
psychological climate construct. The 36 items of the psychological climate scale 
representing seven initial dimensions were subjected to a Principal Components Analysis 
(PC A) using SPSS version 14. Prior to performing the PCA the suitability of the data for 
Factor Analysis was assessed. Inspection of the correlation matrix revealed the presence 
of many correlation coefficients of 0.30 and above (Appendix C). The Kaiser-Meyer- 
Oklin value was 0.9, exceeding the recommended value of 0.60 (Kaiser, 1970, 1974) and
96
the Barlett’ s test of sphericity (Barlett, 1954) reached statistical significance, supporting 
the factorability of the correlation matrix.
The Principal Components Analysis revealed the presence of 9 components with 
eigenvalues exceeding 1. An inspection of the scree plot (Appendix D) revealed a clear 
break after the fifth component.
To aid with the interpretation of the extracted factors, a factor rotation (Varimax) was 
done. The results supported the initial extraction of 5 components from the scree plot. 
The extracted components explained 56.1% of variance, with component 1 contributing 
33.8%, component 2 contributing 7.35%, component 3 contributing 5.8%, component 4 
contributing 5.3% and component 3.7% (Table 5.2.1).
Table 5.2. 1: Rotated Components Matrix
Component
1 2 3 4 5
WF4: My manager takes time to help new employees learn about our 
work unit/team/department and the company .73
MP1: My manager is very committed to improving the quality of my 
work unit/team/department work and service .75
WF7: Overall, my manager does a really good job .79
WF1: My manager is responsive to my requests for help or guidance .78
MP3: My manager removes obstacles which prevent us from 
producing high quality work and service .70
WF2: I have sufficient staff in my work unit/team/department to 
deliver quality service .58
MP2: My manager recognises and appreciates high quality work and 
service .76
MP4: I have established clear standards for the quality o f work and 
service in my work unit/team/department
WF6: In my work unit/team/department, we have the right supplies 
and equipment we need to do our work
WF5: In my work unit/team/department, employees are given enough 
work hours to deliver quality service
IS5: The people in this other unit do things right the first time .83
IS4: The people in this other unit have a helpful attitude .80
IS2: This other unit provides speedy service to your unit .76
IS3: This other unit keeps the commitments it makes .73
IS6: People in other unit are knowledgeable about their job .67
IS1: This other unit provides quality service to your Unit .74
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IS7: People in this other unit are cooperative .73
C04: The policies and procedures in Hotel X make it easy to deliver 
excellent service to our customers .68
C06: Hotel X does a good job educating its customers 
about our products and services
.67
C05: Quality and customer needs are considered when products and 
policies are developed and/or changed .66
C02: Top management in Hotel X commit resources to maintaining 
and improving the quality of our work .65
COl: Hotel X does a good job keeping customers informed of 
changes that affect them .64
C07: Hotel X does a good job educating its customers about our 
products and services .51
C03: Top management in Hotel X have a plan to improve the quality 
o f our work and service .56
CFB2: 1 am informed about customer evaluations o f the quality of 
service delivered by my work unit/team/department .58
WF3: The quality of my work is measured on things over 
which 1 have some control .59
CFB3: My work unit/team/department collects information on 
customer suggestions and complaints
IC1: I have access to strategic information I need to do my job 
well .51
IC2: 1 understand management's vision o f the organization .66
CFB1: My work unit/team/department asks our customers to evaluate 
the quality o f our work and service .36
WF8: People in my work unit/team/department are adequately trained 
to handle the introduction of new products and services .72
IC3: I understand the strategies and goals o f the organisation
MP5: My work unit/team/department has the authority to make 
decisions that will enhance customer satisfaction
RA1: Lines o f authority are not precisely defined .80
RA2: Most tasks performed at the lower levels o f my department/unit 
are not well defined .80
RA3: Goals are not well defined for my department/unit .80
Percentage of Variance explained (Total = 56.17%) 33.8 7.35 5.81 5.34 3.78
Source: Fieldwork May 2006
The first factor to be extracted had seven (7) items loading on it. The factor loadings 
ranged from 0.58 -  0.79. These items were four from Schneider’s Work Facilitation
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dimension and three from the same author’s Managerial Practice dimension (Table 5.2.1).
A look at the wording of the seven statements reveals that five have “My manager ”
in them. The general tone of the statements also tends to mean support/facilitation. The 
extracted factor was therefore named “Managerial Support” .
The second factor Internal Service, also from Schneider, was an exact match to the 
original dimension with all its items loading together. The name “Internal Service” is 
therefore maintained. The loadings for this factor ranged from 0.67 -  0.83.
The third extracted factor was a composite from three different initial scales. There were 
nine items in all loading onto this factor. The core of this “new” factor was the seven 
items for Schneider’s Customer Orientation scale, with one each from the Customer 
Feedback and Work Facilitation scales also loading on it. Given the predominance of the 
customer orientation items in this factor, the name “Customer Orientation” is maintained. 
The range of factor loading was 0.51 -  0.68.
The predominant statements in the fourth factor to be extracted were from the 
Information/Communication scale of Schneider. One statement from the Work 
Facilitation scale and another from the Customer Feedback scales joins the two 
Information/Communication statements to load on this factor. Loadings for this factor 
range from 0.36 -  0.72. The name “Information/Communication” is maintained for the 
factor.
Role Ambiguity, the three statement dimension from Spreitzer (1996) maintained its 
“integrity” in the results and was the fifth factor to be extracted. Factor loadings ranged 
from 0.73 -  0.78.
Eight items did not load on any of the five factors extracted through varimax rotation and 
are subsequently deleted from further analysis. These items are indicated by the blank 
portions in the table.
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The next step was to check the reliability of the extracted factors. Reliability, according 
to Hair et al, (1998 p. 117) “is an assessment of the degree of consistency between 
multiple measurements of a variable” .
O f the several methods of checking the reliability of scale measurements (split half 
method, parallel forms technique etc.), the Cronbach’s Alpha is the most widely accepted 
and used in social research. Nunnally, (1978) suggests that the value of the Cronbach’s 
Alpha should be above 0.70.
Below in tables 5.2.2.1 to 5.2.2.5 are the Cronbach Alphas of the five factors extracted 
from the exploratory factor analysis of the psychological climate scale.
5.2.1: MANAGERIAL SUPPORT
Results of the reliability analysis support the results of the EFA. Even though items are 
from two different initial scales, they had Inter -  total Correlations greater than 0.60 
(table 5.2.2.1). In addition, the reliability coefficient for the factor was high (0.89), 
greater than the 0.70 recommended cut off point.
Table 5.2.2 X: Reliability of extracted factors (Managerial Support scales) 
Sub scale components Mean SD Inter-total
Correlations
(Sub-scales)
Inter-total
Correlations
(SCALE)
1. My manager is very committed to improving 
the quality o f my work unit/team/department 
work and service
2. My manager is responsive to my requests for 
help or guidance
3. I have sufficient staff in my work 
unit/team/department to deliver 
quality service
4. My manager takes time to help new 
employees learn about our work 
unit/team/department and the company
5. My manager recognises and appreciates 
high quality work and service
6. Overall, my manager does a really good job
7. My manager removes obstacles which prevent 
us from producing high quality work and service
1.92 0.96 0.76
1.85 0.94
2.10
2.09 1.01
2.08
1.93
1.06
0.98
0.79
1.97 0.90 0.71
1.02 0.66
0.61
0.64
0.72
0.71
0.68
0.62
0.59
0.64
0.69
0.62
Subscale a 0.89 Mean 1.99
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5.2.2: INTERNAL SERVICE
This dimension/factor maintained its “integrity” in terms of items from Schneider’s initial 
conceptualisation (table 5.2.2.2). Inter -  total Correlations for the items were all above 
0.60 and the reliability alpha coefficient was greater than 0.70 (0.90). In Schneider’s 
study, the reliability alpha was 0.97, which compares very well.
Table 5.2.2 2: Reliability of extracted factors (Internal Service scales)
Sub scale components Mean SD Inter-totai
Correlations
(Sub-scales)
Inter-total
Correlations
(SCALE)
1. This other unit provides quality service to 
your Unit
2.47 0.95 0.72 0.58
2. This other unit provides speedy service 
to your unit
2.52 0.96 0.74 0.63
3. This other unit keeps the commitments 
it makes
2.60 0.99 0.74 0.60
4. The people in this other unit have a 
helpful attitude
2.52 1.06 0.73 0.59
5. The people in this other unit do things right 
the first time
2.52 1.08 0.69 0.58
6. People in other unit are knowledgeable 
about their job
2.40 1.05 0.66 0.60
7. People in this other unit are cooperative 
Subscale a 0.90 Mean
2.44
2.50
1.00 0.68 0.55
5.2.3: CUSTOMER ORIENTATION
The “new” customer orientation scale is different from Schneider’s initial 
conceptualisation of the dimension, in that it includes two extra items (one each from the 
customer feedback and work facilitation scales). A look at the Inter -  total Correlations 
shows that there are a few below 0.50. However, a look at the factor’s alpha coefficient 
shows that it is high (0.84). The nine items extracted from by EFA are therefore 
maintained (table 5.2.2.3).
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Table 5.2.2 3: Reliability of extracted factors (Customer Orientation scales)
Sub scale components
1. Hotel X does a good
job keeping customers informed 
o f changes that affect them
2. Top management in Hotel X 
commit resources to maintaining
and improving the quality o f our work
3. Top management in Hotel X 
have a plan to improve the quality 
of our work and service
4. The policies and procedures in 
Hotel X make it easy
to deliver excellent service to our customers
5. Quality and customer needs are considered 
when products and policies are developed 
and/or changed
6. Hotel X does a good job 
educating its customers about our
products and services
7. The quality o f my work is measured on 
things over which I have some control
8. Hotel X does a good job educating its customers 
about our products and services
9. 1 am informed about customer evaluations 
o f the quality of service delivered by my 
work unit/team/department
Mean SD
1.94 0.81
2.01
1.90 0.84
1.77 0.77
1.76
Subscale a 0.84 Mean
1.83 0.78
1.96 0.81
1.92 0.78
1.96 0.78
1.89
Inter-total
Correlations
(Sub-scales)
0.55
0.86 0.65
0.65
0.61
0.75 0.50
0.45
0.49
0.49
053
Inter-total
Correlations
(SCALE)
0.46
0.42
0.58
0.58
0.46
0.50
0.59
0.50
0.61
5.2.4: INFORMATION/COMMUNICATION
The Information/Communication factor, derived from Schneider (1998), had one item 
from “work facilitation” and another from “Customer Feedback” loading with it (table 
5.2.2.4). The Inter-total Correlation of all items were above 0.30 and the alpha 
coefficient of the factor was 0.73. The new factor structure was therefore maintained.
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Table 5.2.2 4: Reliability of extracted factors (Information and Communication 
Scales)
Sub scale components Mean SD Inter-total Inter-total
Correlations Correlations 
(Sub-scales) (SCALE)
1. People in my work unit/team/department 
are adequately trained to handle the 
introduction o f new products and services
2.06 .93 0.64 0.53
2. I have access to strategic information I need 
to do my job well
2.03 1.00 0.50 0.51
3. I understand management’s vision of 
the organization
2.03 1.00 0.60 0.52
4. I understand the strategies and goals 2.31 1.10 0.38 0.49
o f the organisation 
Subscale a 0.73 Mean 2.11
5.2.5: ROLE AMBIGUITY
The Role Ambiguity factor used in this conceptualisation of psychological climate 
originates from Spreitzer (1995). All Inter -  total Correlations were above 0.50 and the 
overall reliability coefficient of the factor was 0.74 (table 5.2.2.5).
Table 5.2.2 5: Reliability of extracted factors (Role Ambiguity scales)
ROLE AMBIGUITY 
Sub scale components
1. Lines o f authority are not precisely defined
2. Most tasks performed at the lower levels of 
my department/unit are not well defined
3. Goals are not well defined for my 
department/unit
Subscale a 0.74 Mean
Mean SD Inter-total
Correlations
(Sub-scales)
Inter-total
Correlations
(SCALE)
2.30 1.11 0.56 0.14
2.28 0.91 0.54 0.19
2.14 1.05 0.60 0.14
2.24
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5.2.6: O V ER A LL R ELIA BILITY
The overall reliability of the psychological climate factor was 0.92. As a result of this 
high reliability, even though some of the Inter -  total Correlations for the psychological 
climate factor were less than 0.50, they are maintained in the conceptualisation of the 
construct. The EFA coupled with the reliability coefficients at this stage seem to suggest 
a successful development of a new measure of psychological climate and one 
significantly different from the much used general psychological climate measure by 
Koys & DeCotiis (1991). This follows from the argument in Chapter three that the 
elements for a climate scale be criterion driven (Schneider 1998) and in this case, made 
up of a subset of the various work climate factors deemed from a review of the literature 
to impinge on psychological empowerment. These are further tested later using the 
AMOS confirmatory factor analysis (CFA) capabilities.
5.3: PSYCHOLOGICAL EMPOWERMENT
The 12 psychological empowerment items derived from Spreitzer (1995) were subjected 
to a Principal Components Analysis (PCA) using SPSS version 14. The data was tested 
prior to performing the PCA to check for suitability for Factor Analysis. Inspection of 
the correlation matrix revealed the presence of correlations of 0.30 and above. The 
Kaiser-Meyer-Oklin value was 0.83, exceeding the recommended value of 0.6 (Kaiser, 
1970, 1974) and the Barlett’s test of sphericity (Barlett, 1985) reached statistical 
significance, supporting the factorability of the correlation matrix.
Contrary to expectations and deviating from the instrument used to capture the construct, 
the Principal Components Analysis revealed the presence of only three components with 
eigenvalues exceeding 1. Varimax rotation was used to aid in the interpretation of the 
components. The initial three factor solution was supported with factor one contributing 
39.9% of variance, factor two contributing 17.4% and factor three 10.4% of variance 
(Table 5. 3.1).
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Table 5.3.1: Rotated Component Matrix
Component
1 2 3
Cl; I am confident about my ability to do my job .78
C2: I am self-assured about my capability to perform my work .72
C3:1 have mastered the skills necessary for my job .78
SD1:1 have significant autonomy in determining how I do my work .73
SD2: I can decide on my own how to go about doing my work .79
"t ” <. . i r ~ A ■* > . . \ <V If PUm-"? - - Av; * \
SD3: I have considerable opportunity for independence and freedom in how I do my job .79
11: My impact on what happens in my department is large .85
12: I have a great deal o f control over what happens in my department .77
13: I have significant influence over what happens in my department .79
svy* ■
M l: The work I do is meaningful .85
M2: The work I do is very important to me .81
M3: My job activities are personally meaningful to me .78
Percentage of variance explained (Total = 67.8%) 39.9% 17.4% 10.4%
Source: Fieldwork May 2006
The first factor “Competence” consists of Spreitzer’s original three competence items and 
two self determination items. Item loadings ranged from 0.73 -  0.78. The second factor 
extracted in the EFA was Influence. This is made up of the three initial impact statements 
suggested by Spreitzer (1995) and one statement from the self determination dimension 
of the construct. Item loadings were all above 0.70. The meaning dimension extracted 
from the EFA is an exact match with the original by Spreitzer. Factor loadings were 
above 0.70.
The three factors thus extracted were also subjected to a reliability test. Below in tables 
5.3.1.1 to 5.3.1.3 are the Cronbach Alphas of the three factors extracted from the 
exploratory factor analysis of the psychological empowerment scale.
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5.3.1: COMPETENCE
A look at the reliability statistics for this dimension shows that the Item -  total 
Correlations were all greater than 0.60, with an overall alpha reliability of 0.84 (table 
5.3.1.1). The “new” scale with its new additional items is therefore accepted for use in 
future analysis.
Table 5.3.1. 1: Reliability of extracted factors (Competence Scale)
Sub scale components Mean SD Inter-total Inter-total
Correlations Correlations
(Sub-scales) (SCALE)
1. I am confident about my ability to do my job 1.52 0.60 0.67 0.44
2. I am self-assured about my capability to 1.61 0.65 0.61 0.47
perform my work
3. I have mastered the skills necessary for 1.61 0.65 0.68 0.49
my job
4. I have significant autonomy in determining how 1.59 0.67 0.62 0.52
5. I do my work I can decide on my own how to
go about doing my work 1.53 0.63 0.67 0.50
Subscale a 0.84 Mean 1.57
5.3.2: INFLUENCE
Inter -  total Correlations of the sub scale were all above 0.60 and the alpha reliability of 
the scale was 0.84 (table 5.3.1.2). As a result even though the inter-total correlations were 
average, the scale is accepted.
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Table 5.3.1.2: Reliability of extracted factors (Influence Scale)
Sub scale components Mean SD Intel-total Inter-total
Correlations Correlations
(Sub-scales) (SCALE)
I. I have considerable opportunity for 2.20 1.03 0.65 0.55
independence and freedom in how I do my job
2. My impact on what happens in my 2.32 1.09 0.74 0.57
department is large
3. I have a great deal o f control over what 2.26 1.08 0.65 0.56
happens in my department
4. I have significant influence over what 2.17 1.04 0.65 0.54
happens in my department
Subscale a 0.84 Mean 2.20
5.3.3: MEANING
A look at the Item -  total Correlations of this subscale shows that all items correlated 
above 0.60. The sub scale had an alpha reliability coefficient of 0.84 (greater than 0.70), 
and therefore the new factor structure as suggested by the EFA is maintained for use in 
further analysis (table 5.3.1.3).
Table 5.3.1.2: Reliability of extracted factors (Meaning Scale)
Sub scale components Mean SD Inter-total Inter-total
Correlations Correlations
(Sub-scales) (SCALE)
MEANING
1. The work I do is meaningful 1.75 0.89 0.74 0.58
2. The work I do is very important to me 1.74 0.90 0.68 0.57
3. My job activities are personally meaningful 1.75 0.88 0.68 0.60
to me
Subscale a 0.84 Mean 1.75
5.3.4: OVERALL RELIABILITY
The overall alpha coefficient for the psychological empowerment scale was 0.85. This 
compares very well with previous studies that have used the same scale as shown in table 
5.3.4 (table 2.2 with the addition of the results of the current study). The three factor 
solution from the analysis, is not unique to this study. Previous studies (Fulford and Enz, 
1995; Hancer and George, 2003; and Dimitriades, 2005), have all realised three factor
107
solutions. The study by Kim and George (2005) stands out as the only study with a two 
factor solution.
Table 5.3.3: Empirical studies that have used the same scale and their
conceptualisation oj' the scale
Author Location and 
sample
Dimension Alphas
Spreitzer (1992) Meaning 
Competence 
Self Determination 
Impact
0.81
0.76
0.85
0.83
Current Study UIC (Hotel) Meaning
Competence
Influence
0.84
0.84
0.84 (0.85)
Sparrow’e (1994) US (Hospitality 
organisations) 
Used Thomas and 
Tymon’s scales
Meaning
Choice
Competence
Impact
0.67
0.75
0.56
0.81
F u lfo rd  and Enz 
(1995)
Club employees Meaning
Self-Efficacy
Influence
0.80
0.70
0.83
Spreitzer (1995) Middle Managers 
(industry)
Meaning 
Competence 
Self Determination 
Impact
0.87
0.81
0.81
0.88 (0.74)
Spreitzer (1996) Meaning 
Competence 
Self Determination 
Impact
Goodale et al 
(1997)
US (Retailer) Meaning 
Competence 
Self Determination 
Impact
0.92
0.86
0.75
0.84
Fuller etal (1999) US (Nurses) Meaning 
Competence 
Self Determination 
Impact (0.70)
Koberg et al (1999) US (Hospital) Meaning 
Competence 
Self Determination 
Impact (0.84)
Kraimer et al 
(1999)
US (Nurses) Meaning 
Competence 
Self Determination 
Impact
0.81
0.76
0.85
0.83
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Siegall and 
Gardner (2000)
Manufacturing
Organisation
Meaning 
Competence 
Self Determination 
Impact
0.87
0.77
0.72
0.86
Sigler and Pearson 
(2000)
(US) Textile 
company
Meaning
Competence
Influence
Not Available
Liden et al (2000) US (Service 
Organisation)
Meaning 
Competence 
Self Determination 
Impact
0.92
0.86
0.77
0.85
Hancer and, 
George (2003)
US (Fu ll service 
restaurant chain)
Meaning
Competence
Impact
0.84
0.65
0.87 (0.87)
Boudrias and 
Gaudreau 2004
Canada (Nurses) Meaning 
Competence 
Self Determination 
Impact
0.92
0.86
0.87
0.92 (0.88)
Janssen (2004) Netherlands
(Teahcers)
Meaning 
Competence 
Self Determination 
Impact (0.82)
Seibert et al (2004) US (Manufacturing 
Company)
Meaning 
Competence 
Self Determination 
Impact (0.88)
Kim and George 
(2005)
US (Casual 
Restaurant Chain)
Influence (M  + C) 
Attitude (SD + 1)
0.91
0.89
Aryee and Chen 
(2005)
China
(Manufacturing
Company)
Meaning 
Competence 
Self Determination 
Impact
0.85
0.81
0.82
0.91
Dim itriades (2005) Greece (mature 
students)
Meaning 
Competence 
Impact ( I  + SD)
NA
Bhatnagag (2005) India (Managers in 
an industrial 
company)
Meaning 
Competence 
Self Determination 
Impact (0.88)
Hechanova et al 
2006
Philippines 
(Restaurant, Bank, 
Hotel, Airline and 
Call Center)
Meaning 
Competence 
Self Determination 
Impact
0.86
0.77
0.79
0.79 (0.87)
Ergeneli et al 
(2006)
Turkey (Banks) Meaning
Competence
0.83
0.84
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Self Determination 
Impact
0.78
0.88 (0.90)
Hon & Rensvold China (Mixed Meaning 0.83
(2006) sample from Competence 0.85
various Self Determination 0.88
organisations) Impact 0.92
Moye and Henkin US (Fortune 500 Meaning 0.92
(2006) Organisation) Competence 0.82
Self Determination 0.90
Impact 0.88 (0.87)
Figures in brackets are the overall psychological empowerment reliability coefficient
5.4: EMPOWERED BEHAVIOUR
The five empowered behaviour items were subjected to a Principal Components Analysis 
(PCA) using SPSS version 14. The data was tested prior to performing the PCA to check 
for suitability for Factor Analysis. Inspection o f  the correlation matrix revealed the 
presence o f  coefficients o f  0.45 and above. The Kaiser-Meyer-Oklin value was 0.76 
exceeding the recommended value o f  0.6 (Kaiser, 1970, 1974) and the Barletfs test o f  
sphericity (Barlett, 1985) reached statistical significance, supporting the factorability o f  
the correlation matrix.
The Principal Components Analysis revealed the presence o f  1 component with 
eigenvalues exceeding 1, explaining 46.6% (Table 5.4.1). Given that only one factor was 
extracted, it was not necessary to proceed with a rotation o f the solution.
The extracted empowered behaviour factor is uni-dimensional with four items. The 
decision was taken to exclude the last and fifth statement out further analysis. The 
decision was reinforced by a reliability test which failed to meet the cut o f  points when it 
was included in the test. The loadings o f  this factor range from 0.72 -  0.76 (Table 5.4.2). 
The empowered behaviour factor had an alpha reliability coefficient o f  0.74 (greater than
0.70), with Inter -  total correlation above 0.50. The overall reliability o f  the factor is 
above the cut-of point, the item is kept in the factor structure.
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Table 5.4.1: Component Matrix
Component
1 :1 adjust my actions at work to make sure my customers have what they need from me .72
2 :1 perform my duties with my customers in mind .78
3: I come up with good ideas to exceed what the customer says s/he wants .78
4 :1 resolve customer problems immediately .74
Variance explained 46.6%
Source: Fieldwork May 2006
Table 5.4. 2: Reliability of Scales
Sub scale components Mean SD inter-total
Correlations
(Sub-scales)
EMPOWERED BEHAVIOUR
1. I adjust my actions at work to make sure my 1.70 0.72 0.57
customers have what they need from me
2. I perform my duties with my customers in mind 1.73 0.77 0.53
3. I come up with good ideas to exceed what the 1.74 0.76 0.52
customer says s/he wants
4. I resolve customer problems immediately 1.65 0.75 0.51
Subscale a 0.74 Mean 1.70
The'empowered behaviour scale has been created specifically for this research and made 
up o f  statements from previously existing scales as'described in chapters two and four. 
The results o f  the EFA and reliability coefficients would indicate a fairly robust factor 
has been extracted to measure this construct. The scale is therefore accepted as a measure 
o f  the said construct.
I l l
5.4.3: V A L ID IT Y  OF SC A LES
5.4.3.1: Content Validity 
This is a subjective assessment o f  the extent to which items represent the concept being 
measured. According to Hair et al. (1998) it can be assessed by the correspondence 
between individual items and expert judgments. The items and scales used for the study 
were all derived inductively from an extensive review o f the literature and are all items 
that have being used previously. Based on this, the items are deemed to have satisfied the 
condition o f  expert review and therefore content validity.
5.4.3.2: Convergent and Discriminant Validity 
The loadings (regression weights) o f  Factor Analysis can be used to describe the relation 
between measured and latent variables and therefore used to assess validity. Items 
loading strongly on one factor (> 0.45), while loading weakly on other factors (<0.34), 
can be accepted for convergent validity. The results o f  the three factors analysis just 
discussed above in the chapter all met this standard. The scales are accepted as having 
exhibited convergent and discrimant validity and therefore acceptable for further analysis.
5.4.4: SECTION SUMMARY
This section o f  the chapter explored the socio-demographics o f  the sample and concluded 
that it was representative o f  the hotel group. The sales used to capture the study 
constructs were then tested for their dimensionality and cleaned. The reliability and 
validity o f  the scales thus extracted were then tested. Based on the outcomes from these 
various preliminary tests, the next section proceeds to test the conceptual model.
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SECTION B
5.5: STRUCTURAL EQUATION MODELING (SEM)
SEM “ uses various types o f  models to depict relationships among observed variables, 
with the same basic goal o f  providing a quantitative test o f  a theoretical model 
hypothesised by the researcher”  (Schumacker and Lomax, 2004. p. 2). It is popular as a 
quantitative technique because;
1. it enables the statistical modelling and testing o f  complex phenomena and causal 
relationships between psychological constructs,
2. It takes into account the effect o f  measurement errors, increasing the reliability 
and validity o f  models,
3. Compared to other statistical methods, it is more capable o f  handling 
sophisticated theoretical models o f  complex phenomena, and
4. There has been an increase in the number o f  SEM software programs and 
especially Windows based programs and pull down menus to draw models 
(Schumacker and Lomax, 2004. pp. 7-8).
5.5,1: MODEL ASSESSMENT
Models are assessed by several criteria in SEM. These can be classified into two major 
categories, (a) parameter estimates and (b) the model as a whole.
Parameter estimates incorporate the feasibility o f  parameter estimates, appropriateness o f 
standard error and the statistical significance o f  parameter estimates. Parameter estimates 
should be < 1.00, have positive variance and positive definite matrices. Standard errors 
should be small (though there is no definitive criterion o f “ small”  and “ large” , as it is 
influenced by the unit o f  measurement). The Critical Ratio (c.r) at the 0.05 significance 
level should be > +/- 1.96.
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5.5.1.1: Model fit indices 
Assessing a model fit is one o f  the more complicated aspects o f  SEM because, unlike 
traditional statistical methods, it relies on non significance (Shah and Godlstein. 2006 p. 
159).
There are several model fit indices to identify the degree to which the sample variance- 
covariance data fit the structural equation model. According to Schumacker and Lomax 
(2004), the most commonly used ones are the Chi-square (x2), the goodness-of-fit index 
(GFI), the adjusted goodness-of-fit index (AGFI), and the root-meah-square residual 
(RMR). Tabachnick & Fidell (2007), suggest that the most common reported fit indices 
are the Comparative Fit Index (CFI) and Root Mean Square o f  Error Approximation 
(RMSEA), while Hu & Bentler (1999) are o f  the view that the Standardized Root Mean 
Square Residual (SRMR) and CFI deserve mention.
Shah and Goldstein (2006) note that the ongoing debate on the superiority and 
appropriateness o f  the different indices makes selection and comparison difficult. They 
suggest that multiple measures o f  fit be used to enable reviewers to evaluate the fit o f  the 
data from different perspectives and that no consistent criteria can be applied to all 
instances (p. 160).
Shah and Goldstein (2006) identify two basic categories o f fit indices (Table 5.5.0). 
These are
1. Absolute Fit Indices, which indicate the degree to which the hypothesised model 
reproduces the sample data. Measures in this category include the Chi square 
statistics, Root Mean Square o f  Error Approximation (RMSEA), Root Mean 
Residual (RMR), Goodness o f  Fit Indices (GFI) and the Adjusted Goodness o f Fit 
Indices (AGFI).
2. Incremental Fit Indices, which measure the proportional improvement in fit when 
the hypothesized model is compared with a restricted, nested baseline, model (Hu 
and Bentler 1998). Some o f  the measures in this category are the Normed Fit 
Index (NFI), Comparative Fit Index (CFI) and Incremental Fit Index (IFI).
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Table 5.5.1: Indices of Fit
Fit Measures Recommended Criteria
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or above
(RMR) Acceptable level less than 0.05
Root Mean Square Error o f  
Approximation- (RMSE A)
Acceptable level, 0.05 -  0.08. Preferable lower than 0.05
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above
Normed Fit Index (NF1) Recommended to be 0.95 or above
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above
Incremental Fit Index (IFI) Recommended to be 0.95 or above
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above
Source: Schreiber et al. (2006) and Tabachnick & Fidell (2007)
5.5.1.2: Sample Size Issues 
How large a sample should be for SEM is deceptively difficult to determine because it is 
dependent upon several characteristics such as the number o f  manifest variables per latent 
variables, degree o f  multivariate normality and estimation method (Shah and Goldstein 
2006 p. 154).
There are several rules o f  thumb as “ what an adequate sample size” is. Bollen (1989 p. 
268), opines that “though I know o f  no hard and fast rule, a useful suggestion is to have at 
least several cases per free parameter” . Mundfrom et al. (2005) note that various scholars 
have postulated minimum sample sizes in Factor Analysis to be related to the number o f 
variables, number o f  factors, the number o f  variables per factor and the size o f the 
communalities. Even between scholars who agree on one set o f  criteria, there is seldom 
agreement on cut o ff  points. Shah and Goldstein (2006) reviewed 143 published models 
in operations management and sample sizes ranged from 16 -  2338, with 67.9% o f  the 
reviewed models having ratios o f sample size to parameter estimates less than 10:1 and 
35.7% o f  the models had ratios o f  less than 5:1.
Hair et al. (1998) suggest that using sample sizes o f between a 100 -  200 to conduct SEM 
may be better than samples greater than 500, as parameter estimates and Goodness o f Fit 
Indices measures are likely to be less reliable in the latter case. They however, caution
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that small sample sizes have been shown to result in little statistical power for some tests 
to identify significant results and over fitting data with little or no generalisability in other 
eases. Sekaran (2000 p. 296) further posits some rules o f  thumb.
1. samples sizes larger than 30 and less than 500 are appropriate for most research,
2. where samples are broken into sub samples (Males and Females etc.) a minimum 
sample size o f  30 for each category is necessary,
3. in Multivariate research (Including Multiple Regression) the sample size should 
be several times (preferably 10 times) as large as the variables in the study.
Anderson & Gerbing (1998), Schumacker & Lomax (1996) and Kline (1996) concede 
that sample sizes o f  at least 100 subjects are appropriate to yield valid results when 
methods such as the Generalised Least Squares or Maximum Likelihood are used.
Sections o f  the literature argue for the use o f  aggregates o f  items (parcels or testlets) as 
manifest variables to address problems o f  large sample size requirements, unreliability 
and coarsely measured item-level data (Hall et. al 1999).
Hu and Bentler (1998) argue that when sample sizes are small, the preferred estimation 
method is Maximum Likelihood ratio (ML), and the fit o f  indices RMR, NFI and IFI. 
Following from the above discourse, and given the sample size o f  149 respondents with 
44 statements and 8 constructs (from the EFA in the preceding section), the ML 
estimation method is to be used and depending on the specific analysis the use o f 
aggregate items is employed. The option o f using testlets where necessary, make the 
sample size o f  149 adequate for the study.
5.5.2: CONFIRMATORY FACTOR ANALYSIS (PSYCHOLOGICAL 
EMPOWERMENT)
All twelve observed items o f  the psychological empowerment scale were initially 
incorporated into the testing model as specified by the exploratory factor analysis (Figure 
5.5.2a). Estimates provided with figures are all standardised.
Initial model fit indices are shown in table 5.5.2a below. Values o f the selected fit indices 
for the three factor model (Table 5.5.2a) indicate a good fit o f  the model to the data.
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In the diagrams and subsequent ones, the rectangles represent the measured item 
(observed variable) and the ovals, the construct they measure (unobserved variable). So 
for example C l, C2, C3, SD1, and SD2 are all questions from the questionnaire 
administered and the oval (competence). The figures for example 0.73 between Cl and 
Competence represent the regression weights and can be explained as competence 
accounting for 53% (0.732) o f  the variance in C l. The values between the three 
unobserved factors (Competence, Influence and Meaning) represent the level o f  
correlation between the said factors.
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Figure 5.5.2a : Initial Psychological Empowerment Model (Confirmatory Factor 
Analysis)
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Table 5.5. 2a: Initial Psychological Empowerment fit indices
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or above 0.92
(RMR) Acceptable level less than 0.05 0.03
Root Mean Square Error o f  
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.07
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.92
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.91
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.88
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.94
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 0.94
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 2.64
Source: Schreiber et al. 2006
It was however decided to explore the possibility o f  improving the GFI to meet the more 
stringent 0.95 cut o ff  point. This is because it was anticipated that a higher GFI value at 
this stage would help ensure good fit indices when the final structural model was being 
tested. Another reason for seeking to modify the model was the RMSEA value o f 0.07 
which should preferably be lower than 0.5.
All critical ratios were above the minimum (1.96) and were significant at 0.001 level. The 
modification indices for SD57 (SD1) and 162 (13) was the highest and the only one above 
10 (12.8). As suggested by the rules for modifying, these two items were therefore 
deleted from further analysis, and the new model tested. The new model (Figure 5.5.2b. 
and Table 5.5.2b) exhibits a better fit between the data and the model and is accepted for 
further analysis. All fit indices met the minimum requirements.
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Figure 5.5.2b: Modified Psychological Empowerment (Confirmatory Factor 
Analysis)
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Table 5.5.2b : Modified Psychological Empowerment fit indices
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-F it-I ndex 
(GFI)
Recommended to be 0.95 or above 0.95
(RMR) Acceptable level less than 0.05 0.03
Root Mean Square Error o f  
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.06
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.95
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.94
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.91
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.96
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 0.96
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 2.203
Source: Schreiber et al. 2006
A second order confirmatory factor analysis (Figure 5.5.2.2 and Table 5.5.2.2) o f  the 
psychological empowerment scale based on the factors evolving from the modified first 
order factor analysis was next conducted. Second order factors are higher order in 
abstraction and may have numerous 1st order factors imbedded within them. In the figure 
5.5.2.2, Competence, Influence and Meaning are the first order factors explained by the 
higher order factors (Psychological Empowerment).
All critical (t) values were above the recommended 1.96 and the models fit indices met 
the minimum requirements (Table 5.5.2.2) and were similar to those o f  the first order 
CFA. The model (Figure 5.5.2.2) shows that the 10 items converged three first order 
factors (Meaning, Competence and Impact) and a single second order factor 
(psychological empowerment).
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Figure 5.5.2.2: Second Order Psychological Empowerment Model
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Table 5.5.2. 2: Second Order Psychological Empowerment fit indices
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or above 0.95
(RMR) Acceptable level less than 0.05 0.03
Root Mean Square Error o f 
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.06
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.95
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.94
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.91
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.96
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 0.96
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 2.20
Source: Schreiber et al. 2006
The final three factor psychological empowerment construct is similar to those o f  Fulford 
and Enz (1995), Hancer and George (2003) and Dimitriades (2005). There are however 
some points o f  departure (table 5.5.2.3). However while in the case o f  Fulford and Enz 
(1995), the final three factor structure maintained all the twelve initial items, the others 
including the present study obtained factor structures with less than twelve items. The 
significant departure from the various non-four-factor structure models was the work o f  
Kim and George (2005), who achieved a two factor solution.
The final ten item and three factor model o f  psychological empowerment is deemed as 
adequate and is accepted, having met the various statistical requirements.
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5.5.3: CONFIRMATORY FACTOR ANAYSIS PSYCHOLOGICAL CLIMATE 
Given the number o f  items the exploratory factor analysis generated for the 
psychological climate scale in relation to the response rate o f  the study, it was decided 
that to reduce the likelihood o f  a lack o f  model fit, parcels would be created from the 
items (Bandalos 2002). Parcels are aggregates (sum or averages) o f  several individual 
items, and tend to be more reliable than individual items because they are based on 
more than one item (Bandalos 2002 p.83).
It is suggested that parcels;
1. have a higher reliability than single items
2. involve a reduction in the number o f  measured variables in a model and a 
greater likelihood o f  models with a better fit, and
3. can be used as an alternative to data transformations or alternative estimation 
techniques when working with nonnormally distributed variables(Hall et. al 
1999).
Coffman and MacCallum (2005) identify three levels o f  aggregation, namely total 
disaggregation, partial disaggregation and total aggregation. In total disaggregation, 
each item serves as an indicator for a construct, while in partial disaggregation several 
items are summed or averaged resulting in parcels which are then used as indicators 
for constructs. With total aggregation, all items for a scale are summed or averaged 
(Coffman and MacCallum, 2000 p. 236). It was decided that the partial disaggregation 
approach would be used so that each construct would have at least two “ observed 
items” . The next was deciding how the parcels were to be constructed. There are 
traditionally two ways in which parcels are constructed. Homogenous parcels can be 
created from items that load onto the same first order factor, and domain 
representative parcels from items that load onto different first order factors.
The homogenous parcel option was chosen because this would enable the modelling 
o f  the relationship between the first order factors o f  the different core constructs 
(psychological climate and psychological empowerment). If the domain representative 
approach was adopted modelling the relationship between say, “ Internal service” 
(psychological climate) and “meaning” or “ competence” (psychological 
empowerment) would be impossible as the parcels measuring “ Internal service” 
would comprise o f  items from other factors like “ Managerial support”  and/or 
“ Internal communication” .
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The parcels formed and their respective items are listed below.
1. Managerial support; (WF1, WF2, WF3) becomes MMS1, (WF4, MP2) 
becomes MMS2 and (WF7, MP3) becomes MMS3,
2. Internal Service; (IS 1, IS2, IS3) becomes ISS1, (IS4, IS5) becomes ISS2 and 
(IS6, IS7) becomes ISS3, and
3. Customer Orientation; (C O l, C 02, C 03) becomes C C O l, (C 04 , C 05, C 06, 
C 07 ) becomes C C 02 and (WF3, CFB2) becomes CC03.
A  decision was taken not to “ over parcel”  and therefore the Internal Communication 
and Role Ambiguity dimensions with four and three items respectively were not 
parceled. The nine parcels and 7 remaining items were incorporated into a first order 
confirmatory factor analysis (Figure 5.5.3) as per the results o f  the exploratory factor 
analysis. The results indicated that all critical values were above the 1.97 cut o ff  point, 
and all model fit indices (Table 5.5.3) show an average to good fit between the data 
and the model.
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Figure 5.5.3: Psychological Climate Model (Confirmatory Factor Analysis)
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Table 5.5. 3: Psychological Climate Model Fit Indices
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or 
above
0.93
(RM R) Acceptable level less than 0.05 0.03
Root Mean Square Error o f  
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.05
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or 
above
0.95
Normed Fit Index (NFI) Recommended to be 0.95 or 
above
0.91
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or 
above
0.90
Incremental Fit Index (IFI) Recommended to be 0.95 or 
above
0.96
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or 
above
0.96
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 1.71
Source: Schreiber et al. 2006
A  second order hierarchical model (Figure 5.5.3b) based on the results o f  the first 
order confirmatory factor analysis was tested and the model fit indices were similar to 
the first order CFA indices.
Critical values met the minimum requirements and indices o f  fit were all between 
average and good.
|
I
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Figure 5.5.3b: Second Order Psychological Climate Model (Confirmatory Factor 
Analysis)
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Table 5.5. 3b: Second Order Psychological Climate Model Fit Indices
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0. 0.95 or 
above
0.92
(RM R) Acceptable level less than 0.05 0.03
Root Mean Square Error o f  
Approximation (RMSEA)
Acceptable level, 0.05 -0 .0 8 . 
Preferable lower than 0.05
0.05
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.95
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.91
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.89
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.96
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 0.96
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 1.73
Source: Schreiber et al. 2006
From the initial seven dimensions (Chapter three), five dimensions were obtained 
from the CFA. However, the Role Ambiguity dimension’ s contribution to the 
Psychological Climate construct was minimal and in the interest o f  parsimony and a 
better fit between the data and the model it was decided to delete it from further 
analysis.
A  second confirmatory factor analysis was therefore run for the psychological climate 
construct, this time without Role Ambiguity.
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Figure 5.5.3c: Second Order Psychological Climate (Minus Role Ambiguity)
The re-specified Psychological Climate CFA (Figure 5.3.3c) saw an improvement in 
the model fit indices (Table 5.3.3c) as per the GFI, NFI, AGFI, and CMIN/DF. This 
improved model is accepted for further analysis.
r
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Table 5.5. 3c: Second Order Psychological Climate Model Fit Indices (Minus 
Role Ambiguity)
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures 
Goodness-of-Fit-Index Recommended to be 0. 0.95 or 0.94
(GFI) above
(RM R) Acceptable level less than 0.05 0.03
Root Mean Square Error o f  Acceptable level, 0.05 -  0.08. 0.06
Approximation (RMSEA) Preferable lower than 0.05
Model Comparison 
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.95
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.93
Adjusted Goodness-of-Fit Recommended to be 0.95 or above 0.90
Index (AGFI)
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.96
Comparative Fit Index Recommended to be 0.95 or above 0.96
(CFI)
Parsimonious Fit Measures
Normed Chi-Square Acceptable ratio 2-5, not above 5 1.99
(CMIN/df)
Source: Schreiber et al. 2006
Only one dimension, Internal Service, maintained its original formulation in the final 
conceptualisation o f  the new psychological climate scale. The rest o f  the subscales 
combined in various ways to form three new Psychological Climate dimensions. The 
managerial support dimension is made up o f  the original Work Facilitation scale 
(Leadership, Participation and Training) and Managerial Practice scales. The “new” 
Customer Orientation scale combines the original with items from Work Facilitation 
and Customer Feedback. The “ new” four factor Psychological Climate scale is a mix 
o f  items from the original seven factor scale and five factor scale from the EFA. The 
lower four factor solution should make the model more parsimonious, than the 
original seven factor conceptualisation, and is accepted for further analysis.
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5.5.4: EMPOWERED BEHAVIOUR
The empowered behaviour factor was evaluated using the four items extracted from 
the EFA (Figure 5.5.4). All critical values were > 1.96 and P < 0.05. A  review o f  the 
indices o f  fit (Table 5.5.4), indicate that the model fits the data.
Figure 5.5.4: Measurement model for Empowered Behaviour
Table 5.5. 4: Model Fit Indices (Empowered Behaviour)
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or above 1.00
(RMR) Acceptable level less than 0.05 0.002
Root Mean Square Error o f  
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.000
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 1.00
Normed Fit Index (NFI) Recommended to be 0.95 or above 1.00
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.99
Incremental Fit Index (IFI) Recommended to be 0.95 or above 1.00
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 1.00
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 .066
Source: Schreiber et al. 2006
The empowered behaviour scale was hypothesised as a uni-dimensional one and the 
CFA and model fit indices suggest that the present conceptualisation adequately 
captures the variable under study.
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5.5.5: STRUCTURAL EQUATION MODEL
The three core constructs from the CFA (psychological empowerment, psychological 
climate and empowered behaviour) were then modeled together and subjected to 
structural model tests as shown in Figure 5.5.5. The indices o f  fit (Table 5.5.5) 
indicate that model data fits the data well, meeting all the minimum requirements.
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Figure 5.5.5: Structural Model
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Table 5.5. 5: Model Fit Indices (Structural Model)
Fit Measures Recommended Criteria Conceptual Model
Absolute Fit Measures
Goodness-of-Fit-Index
(GFI)
Recommended to be 0.95 or above 0.90
(RMR) Acceptable level less than 0.05 0.03
Root Mean Square Error o f 
Approximation (RMSEA)
Acceptable level, 0.05 -  0.08. 
Preferable lower than 0.05
0.03
Model Comparison
Tucker Lewis Index (TLI) Recommended to be 0.95 or above 0.97
Normed Fit Index (NFI) Recommended to be 0.95 or above 0.89
Adjusted Goodness-of-Fit 
Index (AGFI)
Recommended to be 0.95 or above 0.88
Incremental Fit Index (IFI) Recommended to be 0.95 or above 0.97
Comparative Fit Index 
(CFI)
Recommended to be 0.95 or above 0.97
Parsimonious Fit Measures
Normed Chi-Square 
(CMIN/df)
Acceptable ratio 2-5, not above 5 1.23
Source: Schreiber et al. 2006
The results o f  the SEM indicate that the hypothesised relationship between 
psychological climate and psychological empowerment is validated and thus 
accepted. The relationship between psychological empowerment and empowered 
behaviour is also demonstrated by the model. In addition, the model also suggests that 
the enabling environment and factors without the translation o f  these antecedents into 
feelings and perceptions o f  psychological empowerment would not result in 
employees exhibiting empowered behaviour.
These results would suggest that relational empowerment as indicated here by the 
psychological climate on its own does not translate directly into empowered 
behaviour. It is only when the relational aspects o f  empowerment are translated into 
the employees’ personal perception o f  being psychologically empowered that it 
manifests in the behaviour.
Having established this relationship, the next stage was to test for differences in 
perceptions o f  the psychological climate and empowerment constructs as suggested 
by some previous studies and the hypotheses o f  the study.
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5.5.6: SECTION SU M M A R Y
SECTION R o f  the chapter has explored issues related to the Confirmatory Factor 
Analysis (CFA) o f  the constructs and fitting the model to the data. It begun with a 
CFA o f  the Psychological Empowerment factor which involved the removal o f  two 
items, resulting in a 3 factor 10 item scale. It was decided to parcel some o f  the items 
on the Psychological Climate scale before running the CFA. As part o f  the CFA, the 
Role Ambiguity dimension was deleted from the Psychological Climate scale to 
achieve good indices o f  fit. The empowered behaviour scale was also tested using 
CFA and achieved good indices o f  fit. The constructs were then tested in a structural 
model with the results indicating a direct and positive relation between Psychological 
Climate and Psychological Empowerment, Psychological Empowerment and 
Empowered Bahaviour and a negative direct relationship between Psychological 
Climate and Empowered Behaviour.
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SECTION C
5.6: EXPLORING THE HOTEL CONTEXT
Given the sample size o f  the study, conducting an invariance test with AMOS would 
be inappropriate as there would too few respondents in the groups (cells) to generate 
any meaningful fit o f  indices. In lieu o f  this, it was decided that an independent 
samples T test with eta scores (strength o f  difference) would be used to explore group 
differences in the dimensions and constructs used in the study. The guidelines for 
interpreting the eta squared statistic are that 0.1 = small effect, 0.06 = moderate effect, 
and 0.14 = large effect. Table 5.6.1 below shows the results, with the accompanying 
discussion focused on those that indicated significant differences.
5.6.1: WORK PATTERN
Table 5.5. 6.1: STUDENT T TEST (WORK PATTERN)
Mean SD T
Stats.
DF P Eta
Squared
Customer Orientation Full
Time
1.99 .62 1.45 142 .14 NA
Part
Time
1.84 .55
Internal Service Full
Time
2.60 .84 2.08 142 .03 .01
Part
Time
2.31 .91
Managerial Support Full
Time
2.11 .84 3.36 142 .005 .07
Part
Time
1.73 .68
Information/Communication Full
Time
2.18 .77 2.139 142 .001 .01
Part
Time
1.76 .59
Psychological Climate Full
Time
2.21 .62 2.73 142 .007 .04
Part
Time
1.93 .56
Meaning Full
Time
1.76 .88 .47 142 .58 NA
Part
Time
1.72 .51
Competence Full
Time
1.56 .50 .68 142 .73 NA
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Part
Time
1.51 .50
Influence Full
Time
2.18 .87 3.74 142 .00 .04
Part
Time
2.72 .81
Psychological Empowerment Full
Tim e
1.82 .56 1.57 2 7 .113 .18 N A
Part
Time
1.96 .50
Source: Fieldwork May 2006
Work pattern, defined as working full time or part time in the hotel, was used as an 
independent variable, and differences emerged with the Internal Service, Managerial 
Support, Information/Communication and Influence dimensions and overall 
Psychological Climate construct. Part time employees had a more positive perception 
o f  Internal Service (M = 2.11, SD = 0.84), than their full time counterparts (M = 1.73, 
SD = 0.68), t (142) = 2.08, p< 0.05. The eta squared statistic was 0.01 however which 
interprets as a small effect. For information/communication, there was significant 
difference in the scores for fulltime (M= 2.18, SD = 0.77) and part time employees (M 
= 1.76, SD = 0.59), t (142) = 2.13, p< 0.05. The eta squared statistic was again only 
0.01 indicating that the degree o f  difference here also was small. There was also a 
difference in the perception o f  Psychological Climate between fulltime (M= 2.21, SD 
= 0.62) and part time employees (M = 1.93, SD = 0.56), t (142) = 2.73, p< 0.05. The 
degree o f  difference was small (eta squared = 0.04). The eta squared for the 
Managerial Support dimension was moderate/average (0.07). Part time employees 
again were more positive in their perceptions (M = 1.73, SD = 0.68) than their full 
time counterparts (M= 2.11, SD = 0.84).
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5.6 .2: W O R K  ST A T IO N
Table 5.6. 2: STUDENT T TEST (WORK STATIC
Mean SD T
Stats.
DF P Eta
Squared
Customer
Orientation
Front o f  
House
1.89 .56 -1.77 108.82 .07 NA
Back o f  
House
2.03 .65
Internal Service Front o f  
House
2.42 .67 -2.51 110.54 .03 .04
Back o f  
House
2.69 1.00
Managerial
Support
Front o f  
House
2.00 .81 -.903 142 .89 NA
Back o f  
House
2.09 .84
Information/
Communication
Front o f  
House
2.00 .70 -2.3 142 .003 .03
Back o f  
House
2.23 .81
Psychological
Climate
Front o f  
House
2.07 .55 -2.26 142 .02 .03
Back o f  
House
2.25 .68
Meaning Front o f 
Flouse
1.64 .72 2.34 92.140 .00 .02
Back of 
House
1.88 .92
Competence Front o f 
House
1.57 .47 .37 142 .34 NA
Back of 
House
1.55 .53
Influence Front o f 
House
2.32 .88 1.01 142 .89 NA
Back of 
House
2.21 .87
Psychological
Empowerment
Front o f 
House
1.84 .50 .19 104.77 .25 NA
Back of 
House
1.85 .59
Empowered
Behaviour
Front o f 
House
1.24 .46 5.28 142 .00 0.09
Back of 
House
1.58 .58
N )
Source: Fieldwork May 2006
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Work station, defined as working at the front or back o f  house, was used as an 
independent variable, and differences emerged within the three dimensions (Internal 
service, Information/Communication and Meaning) and the Psychological Climate 
construct
Perception o f  Internal Service o f  the Hotels was different for front o f  house 
employees (M= 2.42, SD = 0.67) and back o f  house employees (M = 2.69, SD = 
1.00), t (142) = -2.39, p< 0.05. The eta squared statistics (0.04) indicate that the 
degree o f  difference was small. Similar results were obtained with respect to Internal 
Service (Table 5.5.6.2).
For information/communication, there was significant difference in the scores for 
front o f  house (M= 2.00, SD = 0.70) and back o f  house employees (M = 2.23, SD = 
0.81), t (142) = -2.3, p< 0.05. The eta squared statistic was 0.03 indicating that degree 
o f  difference was small. There was also a difference in the Meaning dimension 
between front o f  house (M= 1.64, SD = 0.72) and back o f  house employees (M = 
1.88, SD = .92), t (142) = 2.34, p< 0.05. The degree o f  difference was small (eta 
squared = 0.02).
There was also significant differences between front o f  house (M= 2.07, SD = 0.55) 
and back o f  house employees (M = 2.25, SD = 0.68), t (142) = -2,26, p< 0.05 on their 
perception o f  the Psychological Climate in the hotels. The size o f  the difference was 
small as indicated by the eta squared value o f  0.3.
When, feeling o f  being able to exhibit empowered behaviour was used to test for 
difference between the front and back o f  house staff, front o f  house employees felt 
more able to exhibit empowered (M= 1.24, SD = 0.43) than back o f  house employees 
(M = 1.58, SD = 0.58), t (142) = -5.28, p< 0.05. The degree o f  difference measured by 
the eta score o f  0.09 was moderate.
141
5.6.3: C U ST O M E R  C O N T A C T
Table 5.6.3 1: STUDENT T TEST (CUSTOMER CONTACT)
Mean SD T
Stats.
DF P Eta
Squared
Customer Orientation Yes 1.90 .53 -2.07 142 .02 .01
No 2.11 .77
Internal Service Yes 2.50 .75 -1.34 49.691 •72' NA
No 2.69 1.08
Managerial Support Yes 2.01 .78 -1.08 .142 .68 NA
No 2.15 .95
Information/Communication Yes 2.08 .72 -.75 142 .57 NA
No 2.17 .86
Psychological Climate Yes 2.12 .53 -1.66 48.944 .04 .01
No 2.29 .61
Meaning Yes 1.76 .80 .19 142 .19 NA
No 1.74 .92
Competence Yes 1.54 .49 .76 142 .33 NA
No 1.60 .53
Influence Yes 2.27 .91 .05 142 .07 NA
No 2.26 .81
Psychological Empowerment Yes 1.85 .53 .19 142 .37 NA
No 1.85 .60
Empowered Behaviour Yes 1.27 .45 6.45 142 .00 0.11
No 1.73 .61
Source: Fieldwork May 2006
When customer contact was used as an independent variable to test for differences in 
perception o f  the dimensions and constructs, Customer Orientation and Psychological 
Climate emerged as having their mean differences to be significant. In both cases, 
even though employees in contact with customers had more positive perceptions 
(Table 5.6.3), the strength o f  the difference was small (0.01). Customer contact 
employees felt they were more able to deliver empowered service behaviour to their 
customers (M= 1.28, SD = 0.45) and back o f  house employees (M = 1.73, SD = 0.61), 
t (142) = -5.63, p< 0.05 than non customer contact staff. An eta score o f  0.11 indicates 
a big difference between the two groups. This is not surprising given that most 
empowerment initiative target front o f  house employees and earlier results indicate 
that the level o f  internal service in the organization scored lowest among the 
Psychological Climate factors.
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5.6.4: P SY C H O L O G IC A L  E M P O W E R M E N T  B Y  SO C IO -D E M O G R A PH IC  A N D
W ORK VARIABLES
Table 5.6.4: Student T Tests (Psychological Empowerment by Socio- 
demographic and work variables)________ ________ ________ ___
Mean SD T  Stats. DF Sig Eta
Squared
Age (measured n years)
Meaning < 3 0 1.73 .81 .45 142 .44 N A
> 3 0 1.78 .82
Competence < 3 0 1.57 .47 .24 142 .80 N A
> 3 0 1.55 .55
Influence < 3 0 2.27 .85 .45 141.66 .65 N A
> 3 0 2.22 .91
Psychological
Empowerment
< 3 0 1.84 .49 .16 142 .86 N A
> 3 0 1.83 .61
Education (1 =  at least A S /A L , 2 =  above A S /A L )
Meaning 1 1.75 .72 .15 127 .81 N A
2 1.73 .85
Competence 1 1.59 .54 1.00 59.63 .61 N A
2 1.52 .48
Influence 1 2.21 .88 | .48 66.06 .54 N A
2 2.27 .87 |
Psychological
Empowerment
1 1.84 .52 .20 66.06 .97 N A
2 1.82 .59
Job Tenure
Meaning <  1 year 1.75 .84 .11 140 .44 N A
>  1 year 1.77 .78
Competence <  1 year 1.56 .49 .36 140 .67 N A
>  1 year 1.59 .55
Influence < 1 year 2.23 .86 1.39 101.09 .16 N A
>  1 year 2.41 .93
Psychological
Empowerment
< 1 year 1.83 .53 .93 140 .35 N A
>  1 year 1.90 .58
Gender
Meaning Male 1.72 .74 1.09 78 .22 N A
Female 1.84 .84
Competence Male 1.54 .50 1.31 78 .44 N A
Female 1.62 .50
Influence Male 1.97 .85 6.13 78 .05 .13
Female 2.62 .81
Psychological
Empowerment
Male 1.73 .53 4.12 78 .00 .06
Female 2.01 .54
Empowered
Behaviour
Male 1.31 .46 3.99 142 .00 .05
Female 1.57 .59
Source: Fieldwork May 2006
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A  series o f  T tests were again run to explore if  age, education, job tenure and Gender 
had an effect on the dimensions o f  Psychological Empowerment and its dimensions 
and on Empowered Behaviour (Table 5.6.4). Gender emerged as the only variable 
having an effect on the constructs (Influence and Psychological Empowerment). 
Males perceived that they were both more influential and felt more psychologically 
empowered than their female counterparts (Table 5.6.4). While the degree o f  
difference in perception was strong/high in the case o f  Influence (0.13), it was 
moderate with Psychological Empowerment (0.06). Gender also had an effect on 
Empowered Behaviour, with males having a higher perception (1.31) o f  their ability 
to deliver Empowered Behaviour to their customers than females (1.51) did.
5.6.5: ANOVA WITH PSYCHOLOGICAL CLIMATE AND PSYCHOLOGICAL 
EMPOWERMENT BY POSITION IN ORGANISATIONAL HIERARCHY
A one way analysis o f  variance was conducted to find out i f  perception o f  
Psychological Climate, Psychological Empowerment and their dimensions varied with 
employees’ position in the organisational hierarchy. The results o f  the test (Table
5.6.5), emphasises only the dimensions that were found to have significantly different 
perceptions. In all three significant cases (Meaning, Influence and Psychological 
Empowerment), the difference in perception was between front line employees and 
top management o f  the hotels. Top management in all instances perceived the 
dimension/factors more positively than their front line employees. When the effect 
size was measured, it was small (.03) for all three factors, indicating that though 
perceptions were significantly different, the level o f  significance was small.
144
Table 5.6.5a: ANOVA (Hierarchy)
Dimension/Construct Position N Mean SD
Meaning Front line employees 75 1.90 .89
Mid level
Management/Supervisors
56 1.65 .71
Managers 16 1.48 .66
Influence Front line employees 75 2.39 .87
Mid level
Management/Supervisors
56 2.17 .87
Managers 16 1.91 .81
Psychological
Empowerment
Front line employees 75 1.93 .54
Mid level
Management/Supervisors
56 1.79 .54
Managers 16 1.61 .42
Dimension/Construct Position Sig. F Eta Sqd.
Meaning Front line employees .02 4.70 0.03
Managers
Influence Front line employees .01 4.50 0.03
Managers
Psychological
Empowerment
Front line employees .00 5.34 0.03
Managers
5.6: TEST OF DIFFERENCE BY HOTEL
A one way analysis o f  variance was conducted to explore if the three hotels units had 
any influence on perception o f  the dimensions and constructs used in the study. Only 
results indicating significant differences in perceptions are presented in the discussion 
(Table 5.6.6).
There was significant difference in the perception o f  four Psychological Climate 
dimensions and the Psychological Climate construct and in all cases it was between 
Hotel C on one hand and Hotels A and B.
There was a statistical difference at the p<0.05 level in Customer Orientation 
perception for the three hotels [F(2, 146) = 6.63, p = 0.00]. The actual difference in 
perceptual scores was moderate (eta squared = 0.14). Post-hoc comparisons using 
Tukey HSD test indicated that the mean score for Hotel C (M = 2.21, SD = 0.82) was
145
significantly different from Hotel A  (M = 1.76, SD = 0.38) and Hotel B (M = 1.89, 
SD = 0.50).
Perception o f  Internal Service in the three hotels was different at p< 0.05, F[(2, 146) = 
18.19, p = 0.00]. The eta squared statistic o f  0.19, indicates that the degree o f 
difference was large. Post-hoc comparisons indicate that Hotel C (M = 3.27, SD =
1.05) was significantly different from Hotel A  (M = 2.37, SD = 0.68) and Hotel B (M 
= 2.31, SD = 0.45)
Similar results were obtained for the perception o f  Information/Communication, at p< 
0.05, F[(2, 146) = 14.29, p = 0.00]. The eta squared statistic (0.16), indicates that the 
degree o f  difference was large. The difference was between Hotel C (M  = 2.75, SD = 
1.35) on one hand and Hotel A  (M = 1.90, SD = 0.53) and Hotel B (M = 1.86, SD =
0.51) on the other.
The Managerial Support dimension emerged as being perceived differently in the 
three hotels at p = 0.056, F[ (2, 146) = 5.00, p = 0.00]. The degree o f  difference was 
moderate (eta squared = 0.06). The difference was between Hotel C (M = 2.48, SD = 
1.10) and Hotel A  (M  = 1.90, SD = 0.69) at p = 0.00 and Hotel B (M = 2.04, SD =
0.69) at p = 0.056.
The Psychological Climate construct was perceived differently in the three hotels at 
p< 0.05. F[(2, 146) = 12.59 p = 0.00]. The difference in perception was moderately 
large (eta squared = 0.14). Perceptions in Hotel C (M = 2,56, SD = 0.65) were 
different from Hotel A  (M = 2.04, SD = 0.40) and Hotel B (M = 2.07, SD = 0.39)
The same test, this time using psychological empowerment and its dimensions as the 
dependent variable had similar results, but only on the meaning dimension and overall 
psychological empowerment construct.
The meaning dimension was perceived differently in the three hotels at p< 0.05. F[(2, 
146) = 3.85 p = 0.02]. The difference in perception was weak (eta squared = 0.02). 
Perceptions in Hotel C (M  =2.02, SD = 0.94) were different from Flotel A  (M = 1.65, 
SD = 0.66) and Hotel B (M  = 1.74, SD = 0.81). Similarly psychological 
empowerment was perceived differently in the three hotels at p< 0.05. F[(2, 146) =
146
3.23 p = 0.04]. The difference in perception was weak (eta squared = 0.02). 
Perceptions in Hotel C (M =2.02, SD = 0.76) were different from Hotel A  (M = 1.81, 
SD = 0.49) and Hotel B (M = 1.82, SD = 0.50).
Table 5.6.6a: ANOVA (HOTELS)
N Mean SD
Psychological Climate Hote A 70 2.04 .40
Hote B 55 2.07 .39
Hote C 24 2.56 .65
Customer Orientation Hote A 70 1.76 .38
Hote B 55 1.89 .50
Hote C 24 2.21 .82
Internal Service Hote A 70 2.37 .68
Hote B 55 2.31 .45
Hote C 24 3.27 1.05
Managerial Support Hote A 70 1.90 .69
Hote B 55 2.04 .69
Hote C 24 2.48 1.10
Information/Communication Hote A 69 1.90 .53
Hote B 55 1.86 .51
Hote C 24 2.75 1.35
Meaning Hote A 70 1.65 .66
Hote B 55 1.74 .81
Hote C 24 2.02 .94
Competence Hote A 70 1.48 .43
Hote B 55 1.65 .47
Hote C 24 1.65 .67
Influence Hote A 70 2.29 .94
Hote B 55 2.06 .61
Hote C 24 2.42 1.08
Psychological Hote A 70 1.81 .49
Einpowerement Hote B 55 1.82 .50
Hote C 24 2.04 .76
Source: Fieldwork May 2006
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Table 5.6.6b: ANOVA (HOTELS)
Sig. F Eta
Sqd.
Psychological Climate Hotel
C
Hotel A .000 12.59 0.14
Hotel B .000
Customer Orientation Hotel
C
Hotel A .001 6.63 0.08
Hotel B .033
Internal Service Hotel
C
Hotel A .000 18.19 0.19
Hotel B .000
Managerial Support Hotel
C
Hotel A .005 5.001 0.06
Hotel B .056
Information/Communication Hotel
C
Hotel A .000 14.20 0.16
Hotel B .000
Meaning Hotel
C
Hotel A .006 3.85 .02
Hotel B .04
Psychological Empowerment Hotel
C
Hotel A .01 3.23 .02
Hotel B .02
Source: Fieldwork May 2006
5.7: HYPOTHESIS TESTING
Hla: Meaning will have a significant positive effect on Psychological Empowerment 
With a standardised coefficient o f  .84, this hypothesis was not rejected. The critical 
value (t) was not calculated as this variable was constrained to 1 for identification 
purposes. The relationship between the Meaning dimension and the Psychological 
Empowerment factor was the strongest among the three dimensions.
Hlb: Competence will have a significant positive effect on Psychological 
Empowerment
With a standardised coefficient o f  .50 and t value o f  6.07, this hypothesis was not 
rejected.
Hlc: Self-Determination will have a significant positive effect on Psychological 
Empowerment
This hypothesis was rejected because the dimension o f  Self-Determination did not
materialise from the analysis j
j
Hid: Impact will have a significant positive effect on Psychological Empowerment j
i
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This hypothesis was rejected because the dimension o f  Impact did not materialise 
from the analysis
H2a: Work Facilitation will have a significant positive effect on Psychological 
Climate
This hypothesis was rejected because the dimension o f  Work Facilitation did not 
materialise form the analysis
H2b: Internal Service will have a significant positive effect on Psychological Climate 
With a standardised coefficient o f  .65 and a t value o f  8.45, this hypothesis was not 
rejected
H2c: Customer Orientation will have a significant positive effect on Psychological 
Climate
With a standardised coefficient o f  .85, this hypothesis was not rejected. The critical 
value (t) was not calculated as this variable was constrained to 1 for identification 
purposes. This dimension had the second strongest relationship between any o f  the 
four dimensions and the Psychological Climate factors.
H2d: Managerial Practice will have a significant positive effect on Psychological 
Climate
This hypothesis was rejected because the dimension o f  Work Facilitation did not 
materialise form the analysis
H2e: Customer Feedback will have a significant positive effect on Psychological 
Climate
This hypothesis was rejected because the dimension o f  Work Facilitation did not 
materialise form the analysis
H2f: Internal Communication will have a significant positive effect on Psychological 
Climate
With a standardised coefficient o f  .99 and a t value o f  9.36, this hypothesis was not 
rejected. The relationship between the Internal Communication dimension and 
Psychological Climate factor was the strongest among the four dimensions.
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H2g: Role Ambiguity will have a significant positive effect on Psychological Climate 
This hypothesis was rejected because the dimension o f  Work Facilitation did not 
materialise form the analysis
H3a: Psychological Climate will have a significant and positive effect on 
Psychological Empowerment
With a standardised coefficient o f  .68 and a t value o f  7.31, this hypothesis was not 
rejected
H3b: Psychological Climate will have a significant and positive effect on Empowered 
Behaviour
With a standardised coefficient o f  -.66 and a t value o f  3,82, this hypothesis, though 
significant was rejected because o f  the direction o f  the effect.
H3c: Psychological Empowerment will have a significant and positive effect on 
empowered behaviour
With a standardised coefficient o f  1.10 and a t value o f  4.98, this hypothesis was not 
rejected
The next set o f  hypotheses was tested using the student T test and eta squared 
coefficient (Section 5.6 o f  Chapter Five).
H4a: Work Pattern will have a significant effect on Psychological Climate
This hypothesis was not rejected. There were significant differences in the mean
scores o f  three o f  the dimensions and the score on the Psychological Climate.
H4b: Work Station will have a significant effect on Psychological Climate
There were significant differences in the mean scores o f  Psychological Climate and
two o f  its dimensions. This hypothesis was therefore not rejected.
H4c: Customer Contact will have a significant effect on Psychological Climate
This hypothesis was not rejected as there was a significant difference in the mean
scores.
H4d: Position will have a significant effect on Psychological Climate
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There was no significant difference in the mean scores o f  the Psychological Climate, 
when position was used as an independent variable. This hypothesis was therefore 
rejected.
H4e: Tenure will have a significant effect on Psychological Climate
There was no significant difference in the mean scores o f  the Psychological Climate,
when tenure was used as an independent variable. This hypothesis was therefore
rejected.
H4f; Gender will have a significant effect on Psychological Climate
There was 110 significant difference in the mean scores o f  the Psychological Climate,
when gender was used as an independent variable. This hypothesis was therefore
rejected.
H4g: Education will have a significant effect on Psychological Climate 
There was no significant difference in the mean scores o f  the Psychological Climate, 
when level o f  education was used as an independent variable. This hypothesis was 
therefore rejected.
H4h: Age will have a significant effect on Psychological Climate
There was no significant difference in the mean scores o f  the Psychological Climate,
when age was used as an independent variable. This hypothesis was therefore
rejected.
5.8: SU M M ARY
This chapter discussed the analysis o f  the data collected for the study. The data were 
from the administration o f  a self-completed questionnaire in a small luxury hotel 
group in the UK. There were 153 completed and returned questionnaires, which was 
reduced to 149 after editing and checking for normality o f  the data.
Initial analysis was basically a description o f  the socio-demographic background and 
work characteristics o f  the respondents.
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Exploratory Factor Analysis with Varimax Rotation was then used to extract the 
dimensions o f  the three main constructs (Psychological Climate, Psychological 
Empowerment and Empowered Behaviour) for the study. Five factors were extracted 
for the Psychological Climate scale (Customer Orientation, Internal Service, 
Managerial Support, Internal Communication and Role Ambiguity), three for the 
Psychological Empowerment scale (Meaning, Competence and Influence) and 
Empowered behaviour emerged as a uni-dimensional scale.
The extracted factors from the EFA were then incorporated into a measurement model 
in AMOS. The resultant models were then used for individual Confirmatory Factor 
Analysis, which were modified as necessary to achieve a fit between the data and 
models. As a result o f  the modification process, the role ambiguity dimension o f  the 
Psychological Climate construct was deleted from the conceptualization. With respect 
to the Psychological' Empowerment dimension, one statement each from the 
Competence and Influence dimensions were deleted from the conceptualization o f  the 
construct.
A  structural model with the derived and modified constructs was then tested. The 
structural model, confirmed the expected relationship between the three constructs. 
Psychological Climate did influence Psychological Empowerment and through it 
Empowered Behaviour.
Finally a series o f  T tests o f  differences in mean scores o f  the dimensions and 
constructs were conducted to establish if  they were influenced by any o f  the socio­
demographic and work variables.
The next chapter deals with the interpretation o f  the results o f  the analysis. This is 
followed by a discussion o f  the relevance o f  the findings in relation to -previous 
studies and management practice. The chapter ends with a look at some limitations o f  
the study, and some suggestions o f  managerial practice and future research.
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CHAPTER SIX: DISCUSSION, RECOMMENDATIONS AND
CONCLUSIONS
6.0: INTRODUCTION
Chapter one laid the foundation for the study. It prepared the basis for the research 
problem, which was “ what is the relationship between employees’ psychological 
climate, psychological empowerment and empowered behaviours” . This was followed 
by the objectives o f  the study:
1. To determine i f  employees in sampled hotels perceive themselves as being 
psychologically empowered.
2. To examine the elements o f  their perceived work environment that are 
associated with their feelings o f  psychological empowerment.
3. To examine the relationship between perceptions o f  work environment, 
psychological empowerment and empowered behaviour.
The significance o f  the study, is based on the extension o f  knowledge on the 
antecedents and outcomes o f  psychological empowerment in general and the UK 
setting in particular, the application o f  a newly developed criterion oriented 
psychological climate scale and the use to which these can be put by management to 
enhance feelings o f  psychological empowerment. The chapter closed with a look at 
the research methodology, context and delimitations o f  the study.
The second chapter explored the debate over the definition and meaning o f  the 
empowerment construct in general and the psychological empowerment construct in 
particular. The focus o f  the study on empowerment as a quality rather than a human 
resource initiative and on the psychological state o f  the individual was then discussed. 
The dimensions o f  the psychological empowerment construct and two opposing 
conceptualisations were analysed and Spreitzer’ s model adopted. Environmental 
antecedents and the role o f  empowerment in the service delivery function o f  business 
were also looked at.
In chapter three, the issue o f  the environmental antecedents was further developed. 
The debate on the origin and formation o f  climates and controversy over the 
individual and collective climates was explained. Various psychological climate
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scales and work environment variables were examined to develop a new 
psychological climate scale that was psychological empowerment oriented and could 
be used in a service industry.
Issues o f  a methodological nature were covered in the fourth chapter. The choice o f  an 
appropriate paradigm to guide the study and the related methods were presented. The 
objective and hypotheses to be tested were also stated. The basis for the instrument 
evolved from chapters two and three and used for the study, were expatiated. The 
basis o f  the sampling method used, sampling unit, sampling procedure, pre-testing the 
instrument and the actual data collection were discussed in this chapter.
Chapter five focused on the analysis o f  the data collected from the administration o f  a 
self completed questionnaire in a small luxury hotel group in the UK. The analysis 
was in three sections, a description o f  the socio-demographic background o f  the 
respondents, a series o f  exploratory factor analyse using SPSS and using AMOS to 
run some confirmatory factor analysis and fitting the data to the structural model. A  
series o f  hypothesis stated earlier in the document were then tested using either the 
Chi Square statistic or AN OVA coupled with the Eta Squared coefficient.
This chapter continues from there to discuss the general findings, conclusions and 
implications o f  the study. It begins with the conceptualisation o f  the main constructs 
o f  the study and the model fitting and testing.
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6.1: DISCUSSION
6.1.1: PSYCHOLOGICAL EMPOWERMENT IN THE UK HOTEL INDUSTRY
The study used Spreitzer’ s (1995) commonly used twelve item/four dimension 
conceptualisation o f  psychological empowerment over the nine item/three dimension 
conceptualisation by Menon (2001). Based on the data collected in the hotel context, 
an Exploratory Factor Analysis condensed the twelve statements into three factors, 
producing similar results to those o f  Fulford and Enz (1995), Sigler and Pearson 
(2000), Hancer and George (2003) and Dimitriades (2005).
The loadings o f  the statements onto the dimensions were however slightly different 
(Table 6.1). A  CFA resulted in a reduction o f  the overall twelve statements to ten 
loading onto the three first order factors (Meaning, Competence and Influence) and 
these in turn loaded onto one second order factor (Psychological Empowerment). The 
resultant psychological empowerment construct had an alpha coefficient o f  0.85 
which compares well with Sprietzer’ s o f  0.72 and that o f  previous studies (table 2.2), 
and is well above the minimum accepted o f  0.70.
From table 6.1, it can be observed that four previous studies have used Spreitzer’ s 
scale and obtained significantly different factorisations o f  the Psychological 
Empowerment construct. This study also follows this trend and it would seem that 
others factors such as contextual issues, work place variables and location o f  the 
industry under study on the product -  service continuum have a role to play in the 
conceptualisation o f  the construct.
The Social Behaviourism philosophy, which posits that the type o f  interaction 
between group and organisational members influences their interpretations o f  stimuli, 
is the philosophical background for the present research and explains how 
organisational members perceive their climate. It is feasible that this philosophy can 
explain the different conceptualisations o f  the concept in different organisations and 
studies. For the various studies that have resulted in a three factor solution, there has 
almost always been a merging o f  the Self-Determination and Impact constructs. 
Boudrias et al. (2004) note that “ the Self-Determination and Impact dimensions have
something in common that is not shared with other dimensions ”  (p. 875). These
two factors were conceptualised as influence at the work group/departmental level and 
influence at the organisational level respectively.
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The type o f  organisational and departmental structures operating in organisations 
which emphasise individual departments or the organisation as a whole may influence 
employees’ perception o f  their ability to exert influence at the departmental level as 
opposed to the organisational level. For example, in some organisations, there is a 
clear distinction between suggestions by employees to improve work 
group/departmental efficiency which are assumed to be part o f  the employees 
“normal” job  description and suggestions to improve the efficiency o f  other work 
groups/departments outside one’ s own which are rewarded with prizes.
The results also indicate that the Psychological Empowerment construct remains a 
debatable one as far as its conceptualisation is concerned. It supports the three factor 
conceptualisation o f  the construct, but with ten items instead o f  the twelve by 
Spreitzer and others who have achieved a three factor solution. The only study to 
achieve similar conceptualisation was Sigler and Pearson (2000), with a ten factor 
solution and Hancer and George (2003) with an eleven factor solution. These results 
brings back the issue o f  Menon’ s (2001) three dimensional conceptualisation and the 
question o f  which o f  the two instruments better captures the psychological 
empowerment concept.
Overall, respondents perceived themselves to be highly empowered. This supports the 
literature indicating that psychological empowerment is most likely to occur in 
organisations that deliver differentiated, customised and personalised products and 
services, and use non-routine complex technology in an unpredictable environment 
(Lashley and McGoldrick 1994), in this case a luxury hotel. The study sought to find 
out whether given the kind o f  organisation sampled (a luxury hotel) and the 
suggestion that empowerment is suitable in organisations where competitive 
advantage is sought in an unpredictable market environment through service quality 
and customisation, employees would feel psychologically empowered Bowen and 
Lawler (1992). The results support this assertion, though some dimensions were 
perceived more positively than others.
Employees perceived their work to be meaningful, competent in their work/duties and 
able to exert some influence in the work units/departments. Their perception o f  how 
meaningful their work was to them and how competent they were was more positive 
than their perception o f  their ability to influence issues/situations in their work 
unit/department/organisation.
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TABLE 6.2: MEANS AND SIGNIFICANT LEVELS OF PSYCHOLOGICAL 
EMPOWERMENT DIMENSIONS
Dimension Mean Significant Level
Meaning 1.75 0.84
Competence 1.57 0.84
Influence 2.20 0.84
Psychological Empowerment 1.85 0.85
Bearing in mind that the study was conducted in a luxury hotel, with the expectation 
o f  high quality standards, clientele o f  some affluence and influence, it would be 
expected that the hotels would employ relatively well qualified employees and/or train 
their employees. It is therefore not surprising that the employees would find their 
work to be meaningful (given the kind o f  clientele they interact with) and feel 
competent in their ability to perform. By the same token, given the clientele base o f  
the hotels, it not difficult to envisage managers finding it difficult to walk the thin line 
between “ letting go” and “holding on” to ensure that certain minimum quality 
requirements are met. So employees feeling more positive in the meaning and 
competence dimensions does not seem odd. The results would seem to confirm the 
criticism that employee empowerment tends to emphasise choice within job 
categories rather than the employee “voice”  in organisational contingencies (Hales 
200). However Fulford and Enz (1995) note that the Psychological Empowerment 
construct is an additive one and that the absence o f  lack o f  one factor does not detract 
from employees experiencing the concept as a whole.
Being a hotel group, it is likely that it is more difficult for employees to get their 
inputs/ideas/suggestions from the individual departments/hotels accepted at the 
corporate headquarters for implementation, as headquarters strives to ensure 
uniformity within the group. A  hotel group was chosen for the study, because this 
would ensure that the organisational culture o f  the various hotels in the study would 
be uniform and therefore a controlled variable. This however could also be the 
, reason why the respondents felt less able to influence situations in their work 
environment/departments.
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A  series o f  tests were conducted to test i f  perceptions o f  Psychological Empowerment 
significantly differed with respect to some work and socio-demographic variables.
It was realised that gender had a significant effect on perceptions o f  Psychological 
Empowerment, (Hancer and George 2003; Hechanova 2006), but contrary to the 
findings o f  Koberg et al. (1999). Males (mean = 1.97) had a significantly more 
positive perception o f  their level o f  psychological empowerment than females (mean 
= 2.62).
Similar to Koberg et al. (1999), the study established that mean scores for 
Psychological Empowerment were significantly different for people at different levels 
o f  the organisational hierarchy. In addition, it also found that perceptions o f  the 
Meaning and Influence dimensions were significantly different between frontline 
employees and more senior management. Top management has a significantly higher 
perception o f  their ability to exert influence than front line staff and found their work 
to be more meaningful. While frontline staff scored a mean value o f  1.90 on how 
meaningful they found their work, managers scored 1.48. Similarly, results for the 
Influence dimension showed that frontline staff scored a mean value o f  2.39, while 
managers scored 1.91. Not surprisingly, managers had a more positive perception o f 
the level o f  psychological empowerment (1.61) than frontline employees did (1.91).
The results o f  the tests also indicate that the perceptions o f  full time employees o f  
their ability to exert influence in their work place was significantly different from that 
o f  part time employees as posited by Fulford and Enz (1995). Full-time employees 
felt that they could exert more influence (2.18) than part-time employees (2.72). 
Hancer and George (2003) in their study found similar results but on different 
dimensions (Meaning, Competence and Psychological Empowerment), while 
Boadrias and Graudreau (2004) found it to be significant only with relation to the 
competence dimension.
The study also confirms that o f  Fullford and Enz (1995) that employees’ level o f  
customer contact did not have a significant effect on perceptions o f  Psychological 
Empowerment and its dimensions.
In the same vein, employees’ level o f  education did not significantly influence 
employees’ perception o f  Psychological Empowerment (Koberg et al. 1999). This was 
contrary to the findings o f  (Hancer and George 2003). Sampled employees had a 
relatively high level o f  education with over 50% completing their A ’ levels and over
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36% with a University degree. This relative homogeneity in the level o f  education 
may explain why the level o f  education o f  employees did not significantly influence 
perceptions.
While Hancer and George (2003) and Koberg et al. (1999) found a relationship 
between tenure in the organisation and feelings o f  Competence and Psychological 
Empowerment respectively, the present study found no significant differences in the 
means o f  any o f  the dimensions with respect to the variable.
Perception o f  psychological empowerment was not invariant across the group. 
Employees o f  hotel C perceived themselves to be less psychological empowered than 
their colleagues in hotels A  and B, they also found their jobs to be less meaningful.
The Psychological Empowerment scale performed well in the study, respondents felt 
they were psychologically empowered in their work, and group interactions did in 
some cases influence perceptions on some o f  the dimensions o f  the scale and the scale 
as a whole.
6.1.2: PSYCHOLOGICAL CLIMATE
The Psychological Climate scale used for the study was a composite developed from a 
range o f  different authors. It was composed o f  thirty six statements and seven factors. 
An exploratory factor analysis reduced these to thirty one statements and five factors 
(Managerial Support, Internal Service, Customer Orientation, Internal 
Communication and Role Ambiguity). AMOS was then used to conduct a CFA. The 
results suggested a respecifying o f  the model, which involved the complete removal 
o f  the Role Ambiguity dimension and the merging o f  parts o f  the remaining 
dimensions into new dimensions.. The twenty nine remaining statements then loaded 
onto four first order factors and these in turn loaded onto one second order factor 
(Psychological climate).
The popular alternative Psychological climate scale in the literature is that o f  Koys 
and DeCotiis (1991) with eight dimensions (Autonomy, Cohesion, Trust, Pressure, 
Support, Recognition, Fairness and Innovation) which is a general psychological 
climate scale rather than criterion oriented. Comparing the Koys and DeCotiis scale 
with the “newly”  factored scale, the Cohesion dimension resonates with the Internal 
Service dimension. The dimensions o f  Pressure, Support, Fairness and Recognition 
can all be found in the “newly” factored Managerial Support dimension.
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The four dimensions coalesced from the various antecedents suggested by various 
studies (Figure 6.1), namely Team work/dynamics, Internal Communication, Manager 
and Supervisor Relations and Low Role Ambiguity were similar to the “new” 
Psychological Climate scale. The exception being the new scale does not have a Role 
Ambiguity dimension. The Koys and DeCotiis scale is supposed to be a core scale 
from which subsets salient to the issue under study are selected and the four factors o f 
the new criterion oriented scale does capture most o f  the dimensions.
When compared to Schneider’ s climate for service scale, the Work Facilitation 
dimension bears close resemblance to the “new” Managerial Support dimension with 
the addition o f  items from the Managerial Practice dimension, the Interdepartmental 
Service and Internal Service dimensions are the same, the old and new Customer 
Orientation scales are fairly similar. The Customer Feedback dimension loads unto 
Internal Communication. This is not difficult to comprehend if Customer feedback is 
seen as a form communication.
Given that the new scale breaks from the mould o f  general climate scales to criterion 
oriented/driven scales (psychological empowerment and service industry), it performs 
well in comparison to the previous scales and criteria under study.
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The “new”  psychological climate construct with its four dimensions and their sources 
are,
1. Customer Orientation (Schneider 1998, Siegall and Gardner 2000),
2. Internal Service, (Newman 1977, James and Sells 1981, Spreitzer 1996, 
Schneider 1998, Koberg et al. 1999, Seibert et al. 2004)
3. Managerial Support (James and Sells 1981, Koys and DeCotiis 1991, Brown and 
Leigh 1996, Spreitzer 1996, Schneider et al. 1998, Koberg et al. 1999, Siegall 
and Gardner 2000 and Robbins et al. 2002)
4. Internal Communication (Spreitzer 1996, and Schneider et al. 1998, Siegall and 
Gardner 2000, Robbins et al. 2002 and Seibert et al. 2004)
Seibert et al. (2004) developed an empowering climate scale with three dimensions 
(Boundaries, Information and Team accountability). The significantly absent 
dimension o f  the Seibert et al. scale in the new scale is the Boundaries dimension, 
which can be likened to Role Ambiguity, an item deleted in the process o f  fitting the 
model to the data in chapter five.
Dobbs (1993) suggests the conditions necessary for empowerment are participation, 
innovation and access to information and accountability, on the other hand Quinn and 
Spreitzer (1997) posit that the organisational characteristics which enhance 
psychological empowerment are communication (internal communication, teamwork 
(internal service), role ambiguity and Security; support, trust and rewards (managerial 
support). Spreitzer (1996) identifies the following socio-structural factors as 
supporting psychological empowerment; role ambiguity, span o f  control, socio­
political support (managerial support), access to information (internal 
communication), and work unit climate (internal service). The study adopted the 
criterion oriented scale approach and intuitively condensed the literature on the 
various possible factors. On the basis o f  the above, it was surprising that the Role 
Ambiguity dimension was lost in the process o f  model testing. One reason for the 
removal o f  the Role Ambiguity dimension from the conceptualization o f  the construct 
could be the size o f  the organization under study. It is likely that in small 
organizations with smaller numbers o f  employees, departments/units and hierarchies, 
there is a closer knit between departments and people and. better defined roles and 
responsibilities such that each employee knows what s/he and each other is
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responsible for. Under such conditions, personal and group accountability may make 
issues o f  Role Ambiguity superfluous.
The social behaviourism/constructionist approach, which informed the study, would 
suggest that this result is by no way deemed to be applicable to all hotel/hospitality 
settings. The results are unique to the particular hotel group studied and most likely 
time bound. At a different point in time, with different sets o f  individuals in the same 
departments, and different levels o f  interactions and interpretations o f  the same 
stimuli, it is very likely the results o f  a similar study would be different.
The results o f  the Psychological Climate scale were not that different from what was 
expected and suggested by the literature. Various authors have suggested various 
factors as components o f  the Psychological Climate. Some o f  these factors were 
similar for different authors and had similar names/titles, others were similar but had 
different names/titles, and the rest were unique to certain authors. This is a reflection 
o f  the different schools o f  thought on the formation o f  the Psychological Climate 
scale.
The study however does provide an insight and direction for management o f  the hotel 
group as to the factors at play in influencing their employees’ perception o f  their work 
environment. This provides signals as to which factors would most enhance 
employees’ perceptions o f  their work environment. The results indicate that the level 
o f  internal communication in the organisation, customer orientation, managerial 
support and internal service in that order, are critical factors in how employees 
perceive their work environments (Figures 5.5.5 and 6.1).
6.1.2.1: Internal Communication 
A  good communication network within the organisation emerged as being necessary 
for a positive work environment. An understanding o f  the organisations’ vision, 
access to strategic information to perform duties and adequate training to handle new 
products and services were all seen by employees as elements o f  the level o f  internal 
communication within the organisation that engendered positive feelings.
People need information to work effectively, as it provides the basis for the what, 
how, when and why o f  actions and clarifies what is expected o f  them. It also provides 
the resources to do what is expected. A  good communication network which provides
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the right information at the right time is liberating, leaving employees to devote their 
energies to solving problems rather than thinking o f  the ‘whats’ and ‘hows’ .
6.1.2.2: Customer Orientation 
The level o f  customer orientation within the organisation also influenced the 
perception o f  employees work environment. Employees felt the ability o f 
organisational policies and procedures to ease the delivery o f  excellent service to the 
customers and management’ s education employees on new products and services 
improved their work environment. A  focus on customer needs and quality in the 
development o f  new policies and products, and informing customers o f  these changes 
in addition to keeping employees informed about customer evaluations o f  service 
delivered also contribute to positive customer oriented work environment 
perceptions. Employees need to perceive that all parts o f  the organisation are working 
together towards the same goal o f  satisfying the customer, and that there is harmony 
between organisational policies and procedures and commitments to customers. Such 
a focus not only unites the whole organisation, but prevents conflicts between 
departments/units within the organisation.
6.1.2.3: Managerial Support 
Managerial Support from the employees view can be enhanced by managers being 
responsive to employees’ requests for help and guidance and recognising and 
appreciating employees’ efforts to provide high quality service. In addition, managers 
facilitating the learning experience o f  new employees and showing a commitment to 
improving the quality o f  work and service by staff improves their perception o f  their 
work environment. The provision o f  adequate staff numbers to provide the required 
services and removal o f  obstacles that hinder the provision o f  high quality work and 
service are also seen as efforts by management that enhance the feeling o f  managerial 
support and hence a positive internal service work environment. When managers are 
seen as coaches, providing emotional and material help, guidance, support and a 
commitment to customer service, rather than leaders seeking to control their 
subordinates, employees are likely to be o f  the view that they have the support o f  
management and do likewise amongst themselves.
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6.1.2.4: Internal Service 
It was argued that to enable psychologically empowered employees to deliver the 
expected level o f  service, the various departments in the organization that provide 
inputs for the delivery o f  service at the front o f  house should also be empowered to 
respond to the requests from the front o f  house. The next factor deemed by employees 
as enhancing their perception o f  their work environment was the type/level o f  internal 
service within the organisation. Employees felt that the helpful attitude o f  members in 
other departments, their ability to do things right the first time round and provide 
speedy service greatly enhanced their positive perceptions o f  their work environment. 
The provision o f  quality support services by other work units/departments, their 
cooperation and ability to keep the commitments they make all greatly enhanced 
employees’ feelings a positive work environment.
For management o f  the hotel, the above issues are key to engineering a positive work 
environment for their staff. This is because o f  the initial eight dimensions modeled to 
capture the psychological climate dimension; these were the factors that emerged 
from the empirical study. If management is to focus on any single work environment 
factor to enhance employees’ perceptions o f  their work environment, and 
subsequently their behaviour, it would be the level o f  internal communication within 
the organisation. Internal communication contributed most the positive perception 
rating o f  the psychological climate dimensions and is potentially the dimension to 
contribute most to changes in work climate perceptions.
Contrary to the findings o f  Newman (1977), James and Jones (1979), Joyce and 
Slocum (1984), age did not have a significant effect on the mean scores o f  
Psychological Climate and its dimensions. The results again did not support the 
suggestions o f  Newman (1977), Jones and James (1979), Schneider and Snyder 
(1975) and Moussavi et al. (1990), that the employees’ level in the organisational 
hierarchy influenced their climate perceptions. A possible reason for this could be the 
level and type o f  interaction between employees in the organization, however, while 
age in particular did not have an effect on psychological empowerment also, hierarchy 
did affect psychological empowerment and two o f  its dimensions (meaning and 
influence). Members o f  the hotel group tend to associate with their colleagues in the 
organizational hierarchy rather than by age and this even though does not influence
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their perception o f  their psychological climate, it does influence their perception o f  
being psychologically empowered.
Newman (1977) and Jones and James (1979) in their studies had indicated that the 
level o f  education o f  respondents had an influence on climate perceptions. This was 
not supported by the present study.
While Newman (1977) had intimated that gender influenced perceptions o f  climate, 
Joyce and Slocum (1984) found experience to influence perceptions o f  climate. The 
present study did not collaborate any o f  these.
Work pattern (full time versus Part time), work station (front versus Back o f  house) 
and level o f  customer contact were all found to influence perceptions o f  at least one o f  
the Psychological Climate dimensions and the psychological climate construct. The 
interesting feature o f  this was that part-time employees had a more positive perception 
o f  the amount o f  internal service they received from other departments in the hotel, 
the level o f  managerial support they received, the level o f  internal communication and 
subsequently psychological climate than their full-time counterparts. A  number o f 
reasons could account for this phenomenon. Firstly it is possible that part-time 
employees are less involved in the internal day-to-day organizational politics and get 
more support from other members and the departments. Secondly, it is also possible 
that part-time employees are seen as “ outsiders” who need special treatment to get 
them involved and informed about the organization and as such they tend to get more 
emphasis, support help from other members and departments o f  the organization. 
Thirdly, it may be that full-time employees think their have a greater stake and 
ownership in the organization and therefore should get more from the organization 
hence their perceptions o f  being lower than those o f  part-time employees.
The results o f  the ANOVA, using individual hotels as an independent variable proved 
interesting but not unexpected. In all cases, Hotel “ C ’ s”  employees scored 
significantly less positive perceptions than employees o f  Hotels “A ” and “ B” , Hotel 
“ C” was the only one among the three which proved to be a challenge in gaining on 
site acceptance and access to administer the instrument, retrieving the instrument and 
had the least returned questionnaires though having the largest workforce.
The Psychological Climate instrument performed well in the analysis with 
respondents having a relatively positive view o f  their work environment. Employees
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views on all four dimensions extracted by the EFA and CFA were positive. It was 
expected that all four items would load positively on the psychological climate 
construct and they met this expectation.
The social behaviourism school o f  thought can be used to explain the difference in 
perceptions across some groups/units in the sample and why contrary to the 
expectations from literature some anticipated group differences did not materialise.
6.1.3: EMPOWERED BEHAVIOUR
A five item uni-dimensional scale was used to measure empowered behaviour. An 
EFA resulted in the deletion o f  one statement. The four remaining statements were 
then incorporated into a measurement model using AMOS. The indices o f  fit 
indicated a good fit between the model and the data. It was expected that all four 
items would load positively on the empowered behaviour construct and this 
expectation was met. Employees felt that they were able to adjust their work actions 
to satisfy their customers, they were customer oriented in their duties, they could think 
up ideas to exceed customer expectations and resolve customer problems 
immediately. It could be therefore concluded that they felt they were able to and did 
deliver empowered service behaviours to their customers.
Males felt they could exercise more empowered behaviour (mean = 1.3) than Females 
(1.5), and not surprisingly customer contact employees (mean = 1.2) felt they could 
also exhibit more empowered behaviour than non customer contact employees (1.7). 
Related to this, frontline employees (1.2) also perceived their ability to exhibit 
empowered behaviour was higher than that o f  back o f  house employees (1.5).
6.1.4: STRUCTURAL EQUATION MODELING
The focus o f  the study was to explore the relationship between psychological climate, 
psychological empowerment and empowered behaviour. The three constructs were 
therefore incorporated and tested in a structural model using AMOS.
The results o f  the analysis support the modelled relationship between Psychological 
Climate, Psychological Empowerment and Empowered Behaviour. Four work 
environment factors (Managerial Support, Customer Orientation, Internal Service and 
Internal Communication) have been shown to influence employees’ perceptions o f  
Psychological Empowerment. The model indicates that for the hotel group sampled,
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Figure 6.2: Full Model
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Psychological Climate influences Psychological Empowerment and subsequently 
Empowered Behaviour.
The model also suggests that the presence of the conditions that foster the feeling of 
Psychological Empowerment without the translation of these into feeling 
Psychologically Empowered does not lead to empowered behaviour.
Therefore the presence of contextual variables is a necessary but not sufficient 
condition for employees to exhibit empowered behaviour traits. The data suggests that 
a positive work environment that does not translate into psychological empowerment 
inhibits the practice o f empowered behaviour.
The results show that perceptions of the work environment are significant contributors 
to employees perceiving themselves as being psychologically empowered. The 
psychological climate has been described as perceptual, cognitive in nature and an 
interpretation of work environment stimuli. As a result, it is likely that these 
perceptions do not represent what management may think, interpret and intend them 
to be, which is why it is important to explore this variable from the individual’s point 
of view for each organisation. In this particular study, internal communication, 
customer orientation, managerial support and internal service in that order contributed 
most to employees’ perceptions o f their work environment (Fig. 6.2), The level o f 
internal communication in the organization was the most significant contributor to 
feelings o f a work environment that engenders feelings o f psychological 
empowerment. Information is key to behaviour and delineates prescribed behavior 
and “dos and don’ts” among a community and organization. It is therefore not 
surprising that it emerges as a significant factor in this relationship. This was followed 
customer orientation and managerial support. While this relationship holds true for 
this particular hotel group and offers insight into what may pertain in similar hotel 
groups, the results from the study should not be taken as applicable to all hotel groups. 
For the psychological empowerment construct, the meaning and influence dimensions 
contributed most to employees’ perceptions of the construct. These two dimensions 
also account for the significant differences in perception between top management 
and frontline line employees, with frontline employees’ perception of their ability to 
exert influence the least positive.
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Employees perceived a liberating work environment made up of a positive customer 
orientation, managerial support, internal service and internal communication to 
engender positive feelings o f psychological empowerment. This enhanced their ability 
to speedily respond to customer demands, adjust work action to satisfy customers and 
come up with ideas to exceed customer expectations. A positive/liberating work 
environment was not enough on it own to get employees to respond to service 
encounter contingencies and adjust their actions suitably to satisfy customer needs. 
The ability to feel psychologically empowered is essential to this behaviour.
It was also realized that perceptions o f some of the dimensions and construct were 
influenced by contextual factors as depicted in Figure 6.3.
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FIGURE 6.3: RESPECIFIED CONCEPTUAL MODEL
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6.2: THEORETICAL IMPLICATIONS
The study extends understanding o f the psychological empowerment in a non North 
American setting, with findings not dissimilar to previous studies. This indicates the 
generalisability of the psychological empowerment construct and of Spreitzer’ s 
instrument.
The results showed that
1. The Psychological Empowerment instrument does work in a UK context
2. Employees in an organization offering customized service to customers felt 
psychologically empowered
3. Feelings of psychological empowerment are influenced by group dynamics
4. a criterion oriented psychological climate scale has been conceptualized and 
tested
5. There is a relationship between Psychological climate, Psychological 
empowerment and Empowered Behaviour.
The suggestion that psychological empowerment as a quality initiative should be 
found in organisations with certain characteristics, vis; in a competitive environment, 
seeking to develop lasting relationships with customers by offering a customised 
service offing, was proved to be true in the study. The study sought to find out if 
employees in a luxury hotel felt psychologically empowered and established this was 
the case.
The psychological empowerment construct has been shown to exist in the psyche of 
employees. The factorisation of the construct has varied across studies for reasons that 
have not yet been empirically studied and understood. However, it is the contention 
and suggested here that this could be due to among others the type of interaction 
amongst employees in the organisations studied. The social behaviourism school o f 
thought approach to the explanation of how people view and interpret their 
environments may ultimately offer insight into this phenomenon. Invariably, in most 
studies that have achieved a three factor solution, the merger has been between the 
self-determination and impact dimensions. These two dimensions have been 
explained as influence at the immediate work unit/departmental level as opposed to
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the organisational level. It may be that the level of interaction in organisations that 
have achieved a three factor solution is such that employees can not clearly 
distinguish between their influence at the immediate work unit level and the 
organisational level. The size o f the organization may also be a factor. In smaller 
organizations, it may be more difficult for employees to distinguish between their 
influence at the departmental and organizational level.
Fulford amd Enz (1995) also suggest that the type and size of the organisation studies 
can also contribute to the merging o f the two factors. The results of the study also 
point to the possibility o f an “external” and/or “extra” layer of management (Group 
HQ) having an effect on employees perception o f their ability to exert influence. It is 
likely that group HQ’s activities inhibit the extent to which employees they can 
influence work and organisational variables.
Related to the above is the issue of which o f the two instruments (Spreitzer and 
Menon) best captures the psychological empowerment construct and under what 
conditions (a subject for future studies). There are different schools of thought as to 
whether constructs should have one or multiple measuring instruments, which is not 
the focus o f this study. While this is being argued in the literature, it would be 
worthwhile for future studies to establish the superiority of the competing measures 
and the conditions which best suit their use. However given that majority o f the 
studies have evolved a four factor solution, Spreitzer’ s conceptualization is. accepted 
over Menon’s. The advantage o f this being that it allows for the data to determine 
whether given the particular study and data, a three or four factor structure best 
captures the sampled population’s perception.
The issue of empowerment in practice being more of employee “choice” of work 
contingencies rather than “voice” in/over organisational contingencies also emerges. 
Empowerment can be used to achieve different purposes and it would help clarify 
issues, if empowerment as a quality initiative (psychological and motivational) is 
recognised and separated from empowerment as a human resource management issue 
(relational and delayering/downsizing and optimal use of labour as any other 
production resource). The two different conceptualisations would seem place 
differential premium 011 the “choice”/“voice” dimensions of the construct. The 
psychological empowerment construct as has been suggested by Fulford and Enz 
(1995) is additive and the absence of one aspect or dimension does not stop the 
individual from being psychologically empowered, rather lowers the feeling of
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psychological empowerment. While it is desirable for employees to acquire all aspects 
o f the psychological empowerment construct, it should be recognised that the 
objectives of management in introducing empowerment initiatives, would determine 
the extent to which all aspects will be experienced.
Related to the above, the results also indicated that there are group dynamics at play 
with respondents’ perception of their level of psychological empowerment. Certain 
groups of employees felt some dimensions more strongly and more psychologically 
empowered than others. This is to be expected and its management’s duty to make 
sure that such perceptual differentials is incorporated into any training programs. 
These perceptual differentials have implications for the ability of the organization as a 
whole to work as a team, providing customers with a seamless serviced delivery 
experience. The effects o f perceptual differentials in the individual hotels (with one 
hotel persistently different form the rest) has implications for the group character and 
identity.
The study also further expands on the understanding of the psychological climate 
construct and especially on the school of thought that psychological climate construct 
should be criterion driven (Schneider 1983, 1995, 1996). The results support the 
notion that not all work environment factors equally affect different aspects of 
employees’ cognition of their working conditions. In addition, psychological climate 
is not uniform across an organisation or department in an organisation. It is therefore 
the contention that the social behaviourism school of thought better explains how 
employees perceive their work environment and better accounts for the differences in 
climate perceptions within the same unit/organisation.
The suggested relationship between employee’ s perceptions of their work 
environment, their psychological empowerment and delivery of empowered 
behaviours has been validated. The results also indicate that the presence of the work 
conditions that foster psychological empowerment without the necessary translation 
o f these into the feeling o f being psychologically empowered does not translate into 
empowered behaviour.
These results would suggest a more detailed study and a second look at the general 
organisational climate in the hotels to identify what is creating this significant 
perceptual difference between the hotels and how perceptions in the third hotel can be
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improved. This is because it is envisaged that this scenario would have implications 
for the delivery o f quality service to customers and ultimately customer retention and 
profits. Anecdotal evidence by way of interaction with the hotels during the data 
collection process, would suggest that the leadership/management style in the hotel C 
is the likely cause the perceptions in the hotel being significantly different from others 
in the group.
The statistical technique used in the study achieved meaningful results and gives 
further support to the use and appropriateness of techniques of SEM with Lilcert scales 
and psychological constructs. The debate over the most appropriate fit of indices (not 
the subject of the present research), was demonstrated by the varied performance of 
the various selected indices o f fit.
6.3: MANAGERIAL IMPLICATIONS 
MANAGERIAL IMPLICATIONS
For management of the hotel group, the study should be insightful in a number of 
ways. It showed that:
1. employees felt they worked in an environment that was conducive to feeling 
empowered (though this perception may not necessarily be what management 
envisaged),
2. employees felt they were psychologically empowered,
3. employees felt that they delivered empowered behaviours to their customers
4. potential effect o f group HQ on feelings o f ability to exert influence, and
5. perceptual differences between and within the individual hotels.
Employees in the sampled hotel generally felt positive about their work environment 
and factors such as the culture, of customer orientation, level o f internal 
communication in the orgnanisation, managerial support and internal service were 
identified as elements of the work environment that positively influenced employees 
perception of their psychological climate.
The level o f internal communication within the organization contributed most to the 
feeling o f working in a positive work environment. This particular dimension 
therefore becomes central to efforts by management to engender a positive work 
environment in this particular organization.
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However the perception o f internal service received by employees from colleagues 
from other departments and work units had the lowest positive rating and contributed 
the least to feelings of working in a positive work environment. Management may 
have to look at issues like cross training, job shares etc to get employees to better 
appreciate how other departments work, linkages between departments and how 
inputs from one department affects the activities in others and ultimately service to the 
external customer. Conducting internal customer surveys and communicating the 
results to staff would enable them to understand and appreciate what internal 
customers think about the kind o f service they receive and give each other.
Employees felt Psychologically empowered and the level of this perception was very 
positive. Management can therefore expect a workforce that is motivated, have 
increased abilities to achieve personnal potential and have an increased sense of self- 
efficacy. This according to the literature, should
8. Improve strategic guidance from the level of the work unit,
9. Improve strategic implementation at the level of the work unit,
10. Increase work efficiency,
11. Increase customer focus at the line level,
12. Increase emphasis on problem solving and prevention,
13. Increase respect and trust among work units and
14. Improve cross-functional coordination
Even though employees felt psychologically empowered, their feeling of being able to 
exert influence in their work environment was less positive than perceptions of the 
other dimensions of the construct. This may be due to the nature o f the organisation 
under study a hotel group, which makes it easier for suggestions from the bottom to 
be filtered out along the hierarchy to the group headquarters, and efforts by 
headquarters to maintain uniform polices across the group.
Employees felt they were able to deliver empowered service behaviours to their 
customers and “all things being equal” the hotel group should have a satisfied 
customer base, willing to recommend the group to friends and relatives also repeat 
purchases themselves.
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The results show that there is a relationship between the three core constructs of 
Psychological climate, Psychological empowerment and Empowered Behaviours 
among employees. The results also indicated that a positive work environment alone 
is not enough to enable staff to deliver empowered service behaviours to customers. 
Therefore, creating the enabling work environment without the psychological 
empowerment of employees would not deliver the expected positive staff behaviour to 
customers.
For management of the group, the study showed that even though there may be 
uniform policies and procedures for individual hotels in the group, local interaction 
effects created different perceptions o f the work environment in these hotels. One 
particular hotel stood out as having significantly different work environment 
perceptions across all the dimensions and the overall psychological climate construct 
and in all cases perceptions were less positive compared to others in the group. Not 
surprisingly employees at the same hotel had the least positive perception of how 
meaningful their work was. If each hotel is to work as a unit, and all the individual 
hotels in the group work as one, to protect and project a unified corporate image, then 
areas o f significant perceptual differences should be addressed. The service delivered 
to customers relies on input from various employee groups downstream the service 
delivery system and any inadequacies in any of these sectors have potential 
implications for the final service delivered.
Four work related dynamics (Work pattern, Work Station, Customer orientation and 
Hierarchy) and one socio-demo graphic factor (Gender) affected various aspects of the 
three core concepts of the study.
Of these, Work pattern was the most frequent influencing perceptions on 
Psychological climate, Internal Service, Managerial Support, Internal 
Communication, Meaning and Influence. In all cases full-time employee perceptions 
were less positive than their part-time employees with the exception of the influence 
dimension of Psychological Empowerment. It would seem that there is a clear 
division among employees in the hotel group along the lines of their employment 
pattern.
However full-time employees felt they were more empowered than their part-time 
colleagues, though the degree of difference was not significant. For Management,
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though it is important that the core of staff (full-time employees), feel more 
empowered than their part-time employees, it would seem that full-time employees 
are in need o f some help and support to enhance their perceptions o f the variables 
mentioned above. It is also interesting that though part-time employees had more 
positive perceptions, they felt less empowered. The results would also seem to suggest 
that part-time employees get more information, help and encouragement from the 
organization than their full-time counterparts. This perceptual difference is of 
importance to management as the bigger group (fulltime employees) seems to have 
perceptions less positive than their part-time colleagues.
Management is encouraged to evolve means of increasing employees’ feelings of 
influence and “voice” in the organisation. A suggestion would be to demonstrate to 
employees how ideas from the bottom move up the organisational hierarchy and are 
factored into decision making processes, policies/procedures at the group level 
through improved internal communication. A demonstration that suggestions are 
assessed for their value before being discarded or accepted would increase feelings of 
“voice” and influence in decision making.
Employees Work station influenced perceptions on four variables (Psychological 
climate, Internal service, Internal Communication and Empowered behaviour). In all 
cases, employees working at the front of house had more positive perceptions. What is 
interesting is that though work station did not significantly influence any of the 
psychological empowerment dimensions and the construct itself, it did influence 
psychological climate and empowered behaviour. It would seem front of house 
employees get more support than their back o f house colleagues.
For management, this is okay in so far as the difference between those at the front of 
house and their colleagues at the back of house of is not too great and significant. 
Should this occur, it would influence the level of support received at the front of 
house, which invariably is the point of contact with external customers. For back of 
house employees at the lower end of the organizational hierarchy, this could be a 
potential source of finding their work less meaningful.
Customer contact employees perceived they were more customer oriented, had a 
better view of their Psychological climate and ability to engage in empowered
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behaviours than their non customer contact counterparts. This perceptual difference 
could be due to interaction effects, chance or an over emphasis of management’s 
training/communication efforts in customer orientation on customer contact staff. It 
could also be due to the fact that customer contact employees tend to have more 
resources and training allocated to them than their non customer contact counterparts. 
If the argument that a good and effective internal service is linked to psychological 
empowerment and therefore empowered behaviour, then management should ensure 
any training/message on customer orientation equally targets all employees. Every 
employee is a customer to another employee in the internal service network and 
should all be targeted in customer orientation efforts.
Membership of the hotels work force was also split across employees’ position in the 
organizational hierarchy. The significant feature here is that it influenced perceptions 
on only Psychological empowerment, Meaning and Influence. In all cases the 
difference was between top management and front-line staff. This is not unexpected, 
however management would have to watch for front-line staff ‘slipping away’ and the 
degree of difference becoming so significant as to influence their perception of their 
level of empowerment and therefore ability to deliver empowered service.
A similar picture emerges for Gender. In this case the factors were Pscyhological 
empowerment, Meaning and Empowered behaviour, and in all cases Males had more 
positive perceptions than Females. This, as has been indicated already is not unique to 
this study.
For management, there is a need to understand and appreciate the presence o f group 
dynamics within the organization. An understanding of the group dynamics would 
mean among others, a targeted training and policy initiatives for different segments of 
employees rather than a blanket (one size fits all) program.
It is not expected that all employee groups and categories would equally perceive 
different stimuli in the same way. Variations in perceptions and behaviour would 
occur and should be accepted. It is when these variations become so wide as to leave 
some segments significantly better off than others, that discontent and discord with an 
organization that seeks seamless and harmonized interactions between the different 
constituencies would occur and have negative implications for the final customer.
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The identification o f areas o f less than positive perceptions and significant disparities 
in perception would provide clues to areas in need of support and/or training.
6.4: LIMITATIONS
The study made use of a self report questionnaire which though popular has come 
under some criticism, such as common method variance or mono method bias. The 
data collected was o f a nature where other methods were thought to be inappropriate. 
The constructs under study were mostly psychological which are best measured with 
self-reports than objective measures (Howard et al. 1980). Maintaining the anonymity 
of respondents has also been suggested as a way of limiting the potential negative 
effects of self-reports and the study was designed to achieve this. Potential 
respondents were assured of their anonymity in the covering letter that accompanied 
the questionnaire and each questionnaire had an envelope for completed 
questionnaires to be put in. A postal address was also included and some respondents 
made use of this to return completed questionnaires.
The response rate and therefore sample size used for the analysis of the data met the 
minimum requirements, but was not big enough to enable some of the more 
sophisticated tests such as group invariance tests with SEM. The use of the Student T 
test and ANOVA with the additional feature of measuring the Eta Squared was robust 
enough to identify group differences in some of the variables and measure the strength 
of the difference. The statistical techniques used had features to deal with the situation 
of average sample sizes and item parcels (testlets) were used to resolve this issue and 
the data performed well under the circumstances.
The sample frame for the study was restricted to a relatively small hotel group, not by 
design but by the willingness of the hotel groups to participate in the study. The 
results of the study, though shedding light on the factorisation of the constructs and 
possible relationships, is specific to a particular geographical region o f the UK and to 
a luxury hotel group.
The cross sectional nature of the research design was the most cost effective and time 
sensitive design available given the fact that the study was part o f a degree program 
and therefore time bound. The cross sectional nature of the research design does not 
lend itself to strong conclusions regarding casual direction between the constructs.
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Rather inferences can be drawn which can be later tested by a longitudinal or 
experimental research design.
The study concentrated on psychological empowerment in particular and its use as a 
quality initiative tool, rather the more general empowerment constructs and/or its use 
as human resource management tool. As a result, the issue of the type/form of 
empowerment practiced in the sampled hotel was not studied, however it was argued 
that whatever the initiative, it would be meaningless if it did not translate into a state 
of psychological empowerment in the recipient(s).
There are various suggested benefits to the employee and the organisation accruing 
from the empowerment o f staff and the study concentrated on only one facet of this - 
empowered service behaviour. Other potential benefits such as job satisfaction 
employee retention, etc were not explored in the current study.
The suggested managerial responses are to be seen as indicative and highly plausible 
rather than sacrosanct. This in itself is not a short coming, as theoretically it is 
expected that different organisations are likely to have different “realities” and 
factorisations of the constructs under study and relationships as a result of the 
different interaction patterns among staff o f different organisations.
Overall, the measures were reliable and deemed valid, but there is a need for further 
research to perfect the measures and explore the possibility of alternative measures.
6.5: CONTRIBUTIONS
In spite o f the above limitations, the study has contributed to the advancement of 
knowledge on a number of fronts;
• Spreitzer’s (1995) scale has been empirically tested in a non North American 
context and found to work albeit with some modifications.
• The modified scale with three dimensions though, not groundbreaking, does 
offer a new conceptualisation of the scale different form previous studies that 
have conceptualized a three factor model.
• The scale was tested in a luxury hotel group and the results indicated that 
employees working in this particular organizational context felt 
psychologically empowered.
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• Feelings o f psychological empowerment are influenced by some contextual 
factors such, as hierarchy, gender, level o f customer contact, work station of 
employees and work pattern.
• A new criterion oriented psychological climate scale was developed and 
tested.
• The new psychological climate scale has four dimensions which can be traced 
to and supported by the literature.
• Perception of the organizations psychological climate was influenced by 
contextual factors such as work pattern, work station and level of customer 
contact.
• A scale to measure empowered behaviour was developed
• Contextual factors such as work station, customer contact and gender 
influenced feeling of empowered behaviour.
• Perceptions of psychological climate influenced feelings of psychological 
empowerment and empowered behaviour directly
• Perceptions o f psychological climate did not directly influence feelings of 
empowered behaviour.
• Feelings of psychological empowerment influenced feelings of empowered 
behaviour, and
• Management can enhance feelings o f psychological empowerment and 
therefore the empowered behaviours of their staff through work environment 
factors.
6.6: RECOMMENDATIONS
The study has expanded the understanding of the psychological empowerment 
construct in a non US setting/environment, with findings not too dissimilar to 
previous studies. This indicats the generalisability o f the constructs. Further studies in 
other geographical areas o f the UK service industry would further enhance 
understanding o f the some of the constructs, especially psychological empowerment. 
In addition, studies that compare psychological climate in hotel groups and 
independent luxury hotels are also suggested and psychological empowerment in
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international hotel groups to explore the relationship between expatriate and local 
staff perceptions is encouraged.
A study that explores the relationship between employees perception of their ability 
to deliver empowered service behaviours and customers perception of employees 
ability to deliver empowered service behaviours should establish a firm relationship 
between psychological empowerment and empowered service behaviours and hence 
the viability o f using empowerment as a service enhancement tool. This is necessary 
because though employees may think they do deliver empowered service behaviours, 
customers may see, think and experience different service behaviours from the 
employees.
The relationship between the psychological climate, psychological empowerment and 
other outcome variables such as employee commitment, job satisfaction, intention to 
stay and employee motivation is also encouraged.
It is envisaged that empowered employees because o f their flexibility to respond to 
service encounter crises would expend less emotional labour in their work effort. On 
the other hand, it is also likely that employees working in a luxury service setting 
where consumers are more involved in the creation and delivery of the 
product/service, would be called on more often to expend their emotional labour. 
The possible relationship between psychological empowerment and emotional labour 
is therefore suggested as a topic for future studies.
A number of studies have used the Spreitzer scale and achieved a three factor solution 
quite similar to the Menon scale. Studies comparing both scales to identify the 
settings in which they perform best are also encouraged.
6.7: CONCLUSION
The psychological empowerment construct obviously needs more detailed studying to 
explore which of the competing instruments is more stable. This would also to explore 
the possibility that the conceptualisation of the Spreitzer instrument is influenced by 
industry, context and work environment variables. It is also obvious that it has a role 
to play in the efficient delivery of service to certain categories o f service industries. 
For management, it can be a tool to create a competitive advantage over competitors, 
however there are various and diverse reasons for embarking on an empowerment 
drive and these are associated with different management practices and impacts on
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employees. Management of businesses should be clear what they are seeking to 
achieve and tailor their policies and practices towards these objectives.
The employee o f the future is likely to be one opting for organizations with a shared 
participatory approach to responsibility for organizational direction. Customization is 
no longer the privilege o f the customer, and employees would demand a greater say in 
how their work environment is shaped and expect to be treated as partners not as task 
implementers in solving problems of all types.
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APPENDIX A: RESEARCH INSTRUMENT
Dear Participant,
I am conducting a postgraduate research on work place environments, using some UK  
hotel as my research setting.
The survey deals with your opinions of your work environment and your feelings of 
self-efficacy. The aim is to explore how your perceptions of your work environment 
influence your perceptions and attitudes to work in the Hotel. Please complete all 
questions by either ticking the most appropriate answer or writing out your 
answer as appropriate.
This should take about 25 minutes of your time. Please put the completed 
questionnaire in the envelope attached, seal it and return to the personnel 
department. The survey is expected to last one week (The period 24th April 2006 to 
1st May 2006).
There would be a raffle draw for completed and returned questionnaires on 3rd 
May 2006. There are three prizes each worth £20, To be eligible of the draw, please 
indicate your identity at the end of the questionnaire.
The answers provided are confidential and would be used only for the purpose of the 
study.
I am based at the School of Management, University of Surrey. For confirmation of 
my research status, please feel free to contact Prof. Andrew Lockwood [Deputy Head 
of School (Quality Assurance) & Forte Professor of Hospitality Management], at the 
School of Management, University of Surrey on 01483- 686351
Thank you for your time and participation in the survey. If you have any queries about 
my research in general or the questionnaire specifically, please do not hesitate to 
contact me.
Yours Faithfully,
Edem Amenumey 
01483-686350
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SECTION A
Directions: Below are a series of statements about your work
unit/team/department/hotel. Please mark an X  to indicate the extent to which 
you think they describe what actually happens in your work
unit/team/department and not your opinions, feelings or wish would happen.
The scale of your responses range from to a great extent - to very small extent
To
 
a 
gr
ea
t 
ex
te
nt
............... ro
V
er
y
sm
al
lro .......... ........./
1. Hotel X  does a good job keeping customers 
informed of changes that affect them
2. Top management in Hotel X
commit resources to maintaining and improving the
quality of our work
3. Top management in Hotel X
have a plan to improve the quality of our work and
service
4. The policies and procedures in Hotel X  make it easy 
to deliver excellent service to our customers
6. Quality and customer needs are considered when 
products and policies are developed and/or changed
1. In Hotel X , written communications to customers 
have a professional appearance and tone
8. Hotel X  does a good job educating its customers 
about our products and services
9. My work unit/team/department asks our customers to 
evaluate the quality of our work and service
10. My manager is responsive to my requests for help or 
guidance
11. My manager is very committed to improving the 
quality of my work unit/team/department work and ’ 
service
12 .1 have sufficient staff in my work 
unit/team/department to deliver quality service
13. The quality of my work is measured on things over 
which I have some control
14 .1 am informed about customer evaluations of the 
quality of service delivered by my work 
unit/team/ department
15. My manager takes time to help new employees learn 
about our work unit/team/department and the company
16. My manager recognises and appreciates high quality 
work and service
17. In my work unit/team/department, employees are 
given enough work hours to deliver quality service
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18. In my work unit/team/department, we have the right 
supplies and equipment we need to do our work
19. My work unit/team/department collects information 
011 customer suggestions and complaints
20. Overall, my manager does a really good job
21. My manager removes obstacles which prevent us 
from producing high quality work and service
2 2 . 1 have established clear standards for the quality of 
work and service in my work unit/team/department
23. People in my work unit/team/department are 
adequately trained to handle the introduction of new 
products and services
24. My work unit/team/department has the authority to 
make decisions that will enhance customer satisfaction
2 5 . 1 have access to strategic information I need to do 
my job well
2 6 . 1 understand management’ s vision of the 
organization
2 7 . 1 understand the strategies and goals of the 
organisation
28. Lines of authority are not precisely defined
29. Most tasks performed at the lower levels of my 
department/unit are not well defined
30. Goals are not well defined for my department/unit
Directions: Think about the work your unit does in serving customers. Now 
think about the other unit in the hotel 011 whom your unit most depends in 
delivering your unit’s service to customers. Below are a series of statements 
about this other unit. Please mark an X  to indicate the extent to which you think 
they describe what actually happens in your company and not your opinions, 
feelings or wish would happen.
The scale of your responses range from to a great extent - to very small extent
To
 
a 
gr
ea
t __ . . ... 1 -.....
V
er
y
sm
al
l
ex
te
nt
31. This other unit provides quality service to your Unit
32. This other unit provides speedy service to your unit
33. This other unit keeps the commitments it makes
34. The people in this other unit have a helpful attitude
35. The people in this other unit do things right the first 
time
36. People in other unit are knowledgeable about their 
job
37. People in this other unit are cooperative
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SECTION B
Directions: Below are a series of statements about you and your work. Please 
mark an X  to indicate whether you agree or disagree with the statements.
The scale of your responses range from, strongly agree to strongly disagree
St
ro
ng
ly
ag
re
e y' \
St
ro
ng
ly
di
sa
gr
ee
V. /
38. The work I do is meaningful
39. The work I do is very important to me
40. My job activities are personally meaningful to me
41.1 am confident about my ability to do my job
4 2 . 1 am self-assured about my capability to perform my 
work
4 3 . 1 have mastered the skills necessary for my job
4 4 . 1 have significant autonomy in determining how I do 
my work
4 5 . 1 can decide on my own how to go about doing my 
work
4 6 . 1 have considerable opportunity for independence 
and freedom in how I do my job
47. My impact on what happens in my department is 
large
4 8 . 1 have a great deal of control over what happens in 
my department
4 9 . 1 have significant influence over what happens in my 
department
5 0 .1 adjust my actions at work to make sure my 
customers have what they need from me
51.1 perform my duties with my customers in mind
5 2 . 1 come up with good ideas to exceed what the 
customer says s/he wants
5 3 .1 resolve customer problems immediately
5 4 . 1 refer my customers to my manager to resolve 
problems
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SECTION C
1. Gender 
Male [ ] Female [ ]
2. Age
2 0 -2 5  years [ ] 
3 6 -4 0  years [ ] 
51 -5 5  years [ ] 
65 years and above
2 6 -3 0  years [ ] 
4 1 -4  5years [ ] 
5 6 -60  years [ ]
3 1 -35  years [ ] 
4 6 -5 0  years [ ] 
6 1 -65  years [ ]
[ ]
3. What is your highest level of education?
NVQ (SVQ) Level 1
G.C. S. E. /Scottish standard Grades
A.S Level/Scottish Nat. Quals/NVQ(SVQ) Level 2
A. Level/Scottish highers/NVQ(SVQ) Level 3
Undergraduate degree/NVQ(SVQ) Level 4
Masters degree/NVQ(SVQ) Level 5
Doctorate
Other postgraduate qualification (Please 
specify).........................................................................
4. Please indicate which best describes your work station.
A. Front of house [ ]  B. Back of house [ ]
5. Does your work bring you into direct contact with the hotel’s customers? 
A. Yes [ ] B. No [ ]
6. Please indicate the department/unit in the hotel where you work
7. Please state your job title in the
hotel.............................................................................................
8. ITow many people make up your work 
team/unit.......................................................................
9. Please indicate whether you are a fulltime or part-time staff.
A. Fulltime [ ] B. Part-time [ ]
10. Please indicate how long you have worked at Hotel X
Number of years......................... Months........................
11. Please indicate how long you have worked in your current position at Hotel X
Number of years......................... Months........................
12. Which of the following best describes you?
Asian
Indian
Pakistani
Bangladeshi
Chinese
[ 1 
[ ]
[ ] 
t ]
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specify)
Other Asian (Please
Black
Caribbean
African
Other African (please
specify)
White [ ]
Other ethnic group (please 
specify).............................
Thank you very much for your time and effort.
Please write your name/identity to be included in the raffle 
draw........................................
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APPENDIX C: PSYCHOLOGICAL EMPOWERMENT SCREE PLOT
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APPENDIX D: STANDARDISED ESTIMATES FOR PSCYHOLOGICAL
EMPOWERMENT CONFIRMATORY FACTOR ANALYSIS
.54
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APPENDIX E: REGRESSION WEIGHTS FOR PSCYHOLOGICAL
EMPOWERMENT CONFIRMATORY FACTOR ANALYSIS
Estima
te S.E. C.R. P Label
M53 <— M 1.000
M52 <— M 1.009 .081 12.502 *** par_l
M51 <— M 1.070 .081 13.144 *** par_2
162 <— I 1.000
161 <— I 1.101 .104 10.589 *** par_3
160 <— I 1.282 .109 11.725 *** par_4
SD59<— I 1.069 .099 10.773 *** par_5
SD58<— C 1.000
SD57 <— C .989 .092 10.784 *** par_6
C56 <--- C 1.037 .089 11.624 *** par_7
C55 <-~C .943 .089 10.579 par_8
C54 < --C .938 .083 11.283 ^ par_9
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APPENDIX F: STANDARDISED ESTIMATES FOR RE-SPECIFIED
PSCYHOLOGICAL EMPOWERMENT CONFIRMATORY FACTOR
ANALYSIS
.61
211
APPENDIX G: REGRESSION WEIGHTS FOR RE-SPECIFIED
PSCYHOLOGICAL EMPOWERMENT CONFIRMATORY FACTOR
ANALYSIS
Estima
te S.E. C.R. P Label
M53 <— M 1.000
M52 <— M 1.017 .082 12.441 *** par__l
M51 <— M 1.082 .083 13.073 * * * par_2
161 <— I 1.000
160 <— I 1.372 .125 10.991 *** par_3
SD59<— I 1.012 .095 10.637 *** par_4
SD58 <— C 1.000
C56 <— C 1.015 .099 10.260 par_5
C55 <— C 1.041 .099 10.484 *** par_6
C54 <— C 1.037 .094 11.026 *** par_7
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APPENDIX H: STANDARDISED ESTIMATES FOR SECOND ORDER
PSCYHOLOGICAL EMPOWERMENT CONFIRMATORY FACTOR
ANALYSIS
.61
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APPENDIX I: REGRESSION WEIGHTS FOR SECOND ORDER
PSCYHOLOGICAL EMPOWERMENT CONFIRMATORY FACTOR
ANALYSIS
Estimate S.E. C.R. P Label
C <— PE .380 .101 3.751 *** par_8
I <— PE .500 .139 3.584 *** par_9
M <— PE 1.000
M53 <— M 1.000
M52 <— M 1.017 .082 12.441 *1' H' par_l
M51 <— M 1.082 .083 13.073 •+ ** par_2
161 <— I 1.000
160 <— I 1.372 .125 10.991 par_3
SD59<— I 1.012 .095 10.637 *** par_4
SD58<— C 1.000
C56 < --C 1.015 .099 10.260 *** par_5
C55 <— C 1.041 .099 10.484 'k'k'i' par_6
C54 <— C 1.037 .094 11.026 *** par_7
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APPENDIX J: STANDARDISED ESTIMATES FOR PSCYHOLOGICAL
CLIMATE CONFIRMATORY FACTOR ANALYSIS
.64
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APPENDIX K: REGRESSION WEIGHTS FOR PSCYHOLOGICAL
CLIMATE CONFIRMATORY FACTOR ANALYSIS
Estimate S.E. C.R. P Label
CC03 <— CO 1.000
CC02 <— CO .981 .095 10.286 p ari
CCOl <— CO 1.289 .121 10.670 *** par_2
MMS3 <--IS 1.000
MMS2 <— IS 1.156 .108 10.733 *** par_3
MMS1 <— IS .911 .088 10.373 *** par_4
ISS3 <— MS 1.000
ISS2 <— MS 1.051 .051 20.536 ■1" par_5
ISS1 <— MS .825 .052 15.897 *** par_6
IC30 <--IC 1.000
WF28 <— IC .970 .119 8.144  ^H5 *!> par_7
RA34 <— RA 1.000
RA33 <--- RA 1.000 .134 7.447 'i' -k *!' par_8
CFB8 <— IC .972 .128 7.569 *** par_l 9
IC31 <-~IC 1.013 .132 7.691 *** par_20
RA35 <— RA 1.011 .136 7.450 *** par_21
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APPENDIX L: STANDARDISED ESTIMATES FOR SECOND ORDER
PSCYHOLOGICAL CLIMATE CONFIRMATORY FACTOR ANALYSIS
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APPENDIX M: REGRESSION WEIGHTS FOR SECOND ORDER
PSCYHOLOGICAL CLIMATE CONFIRMATORY FACTOR ANALYSIS
Estimate S.E. C.R. P Label
CO <— PC 2.984 1.396 2.138 .033 par_9
IS <— PC 4.033 1.894 2.129 .033 par_10
MS <— PC 4.665 2.182 2.138 .033 par_l 1
IC <— PC 4.900 2.299 2.131 .033 par_12
RA <--PC 1.000
CC03 <— CO 1.000
CC02 <— CO .965 .094 10.297 *** par_l
CCOl <— CO 1.282 .119 10.745 * <1* *!' par_2
ISS3 <-~IS 1.000
ISS2 <— IS 1.052 .051 20.533 :i- par_3
ISS1 <— IS .824 .052 15.868 ■]' ’i' par_4
MMS3<— MS 1.000
MMS2<— MS 1.147 .107 10.699 ’fc** par_5
M M SK — MS .916 .088 10.405 *** par_6
IC30 <— IC 1.000
WF28 <— IC .971 .120 8.070 *** par_7
RA34 <— RA 1.000
RA33 <— RA 1.000 .136 7.348 * * * par_8
IC31 <— IC 1.012 .133 7.613 par_13
RA35 <— RA 1.001 .136 7.347 *** par_14
CFB8 <--IC .975 .130 7.517 *** par_l 5
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APPENDIX N: STANDARDISED ESTIMATES FOR RE-SPECIFIED
SECOND ORDER PSCYHOLOGICAL CLIMATE CONFIRMATORY
FACTOR ANALYSIS
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APPENDIX O: REGRESSION WEIGHTS FOR RE-SPECIFIED SECOND
ORDER PSCYHOLOGICAL CLIMATE CONFIRMATORY FACTOR
ANALYSIS
Estimate S.E. C.R. P Label
CO <— PC .600 .084 7.182 *** par_8
IS <— PC .812 .118 6.905 *** par_9
MS <— PC .937 .131 7.174 *** parlO
IC <— PC 1.000
CC03 <— CO 1.000
CC02 <— CO .968 .094 10.282 T T par_l
CCOl <— CO 1.285 .120 10.721 *** par_2
ISS3 <— IS 1.000
ISS2 <— IS 1.052 .051 20.530 *** par_3
ISS1 <— IS .824 .052 15.864 par_4
MMS3 <— MS 1.000
MMS2<— MS 1.146 .107 10.696 par_5
M M SK — MS .914 .088 10.399 *** par_6
IC30 <— IC 1.000
WF28 <— IC .969 .120 8.093 * * * par_7
IC31 <— IC 1.012 .132 7.646 *** par_l 1
CFB8 <— IC .974 .129 7.541 *!' ^  *!' par_12
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APPENDIX P: REGRESSION WEIGHTS FOR EMPOWERED BEHAVIOUR
CONFIRMATORY FACTOR ANALYSIS
Estimate S.E. C.R. P Label
EB66<— EBH 1.000
EB65<— EBH 1.045 .143 7.289 *** par_l
EB64<— EBH 1.075 .146 7.383 par_2
EB63 <— EBH 1.091 .143 7.637 par_3
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APPENDIX Q: STANDARDISED ESTIMATES FOR STRUCTURAL MODEL
64 .58 .53
C ~C C
C C c
0 0 0
1 2 3
76 1 72y f
.75 .64 .55 .60 .87 .79 .42 .37 .38 .34
W I 1 C
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8 1 2 Bi
-.43-'
.89
.62i ; i ; i
7 q .60
7-8<  M2 •; I 
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APPENDIX R: REGRESSION WEIGHTS FOR STRUCTURAL MODEL
Estimate S.E. C.R. P Label
PEPEPE <— PCPCPC 1.000
M <— PEPEPE 1.000
IS <— PCPCPC 1.158 .142 8.150 *** par_l 1
IC <— PCPCPC 1.478 .169 8.730 ■1* *t' par_12
MS <— PCPCPC 1.297 .107 12.152 *** par_l 3
CO <— PCPCPC 1.000
EBHEBHEBH <— PEPEPE ' .742 .152 4.895 *** par_17
EBHEBHEBH <— PCPCPC -.539 .172 -3.129 .002 par_18
C <— PEPEPE .411 .063 6.494 ■I'-!' -i* par_22
I <— PEPEPE . .611 ,102 5.968 *** par_25
ISS3 <— IS 1.000
ISS2 <— IS 1.049 ,051 20.540 *** par_l
ISS1 <— IS .824 .052 15.904 par_2
MMS1 <— MS / 1.000
MMS2 <— MS 1.076 .081 13.330 *** par_3
MMS3 <— MS 1.120 .107 10.438 *** par_4
CC03 <— CO 1.000
CC02 <— CO .899 .075 12.052 *** par_5
CCOl <--- CO 1.163 .092 12.582 par_6
M51 <— M 1.000
M52 <— M .993 .076 13.043 par_7
M53 <— M .985 .074 13.291 ■S par_8
IC31 <— IC 1.000
IC30 <— IC 1.000 .125 7.975. *** par_9
WF28 <— IC .925 .111 8.340 *** par_10
EB63 <— EBHEBHEBH 1.000
EB64 <— EBHEBHEBH .945 .115 8.202 =1= =1= 4= par_14
EB65 < ™  EBHEBHEBH .920 .114 8.066 * * * par__l 5
EB66 < — EBHEBHEBH .906 .112 8.094 * * * par_16
SD58 < --C 1.000
C56 < - - -  C 1.011 .099 10.217 ■{' •“!' par_19
C55 < — C 1.030 .099 10.380 * * * par_20
C54 < —  c 1.024 .094 10.904 * * * par_21
161 < — I 1.000
160 < — I 1.346 .121 11.086 par_23
SD59 < — I 1.011 .095 10.612 * * * par_24
CFB8 < — IC .927 .120 7.700 *i: ^ par_26
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